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PUBLIC RESPONSIBILITIES FOR SCHOOL BOARD MEMBERS

As a representative of all the citizens in my district, I am responsible for
serving the hest interests of the community and its students, utilizing all available
resources toward that end. My ocath of office requires me to uphold the Jaws and
Constitutions of the United States and State of Wisconsin; but, in addition to that,
I shall keep in mind that:

Y I can act only when in official board session; except as an officer, I may
take actions necessary to fulfill my duties.

Y I should attend all meetings and be prepared at those meetings to act on
issues before the board. I should be prepared to contribute to the discus-
sion, while keeping an open mind during the deliberations. Once the
decision is made, I should be willing to support and promote its imple-
mentation.-

Y I must avoid all conflicts of interest — both pecuniary and nonpecuniary.

Y I must remember that responsibilities for overall management and control
of the property and affairs, including the development of policies, belong
to the school board while the responsibilities for the day-to-day opera-
tion of the school belong to the administration. Together, the School
Board and administration must work to coitinually identify the needs,
goals and priorities of the district.

Y I must be responsive to the public, maintaining open communication
lines with my fellow citizens in the community, informing them of the
educational needs of the district, as well as on actions of the board and
accomplishments of the district’s educational program.

+ I am a Jocal legislator, but I must work under state and federal laws.
1 should communicate with state and federal legislators concerning the
problems and needs involved in providing a quality education.

Y I must consider the School Board’s role as the district’s employer, making
sure the district has able and well-qualified employes who will serve in
the best interest of the students. (This shouvld include providing for staff
development and evaluation.)
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FOREWORD

~ The effectiveness of an educational program in the public schools is the
primary consideration of all school boards. To be effective, the educational
‘program must provide opportunities for all children to develop the. talents and
'skills needed to participate in the total American society. Our students are
-merging with a highly mobile society and their needs may be identified at state
and national levels as well as in the local community.

The changing focus of educational needs is having a visible impact on the
role of the members of local school boards. Board members must be much
more knowledgeable to function effectively. They must understand the issues
“in public elementary and secondary education as well as the technigues of
policy development and decision-making. They must learn the legal requirements
-and limitations which define their duties and responsibilities as individual board
_members as well as part of the total board.

To this "end, the Wisconsin Association of School Boards has developed
-this handbook. It is an indispensable-tool and a concise reference source which
should help each school board member. Its use should enhance each member’s
‘capacity to serve effectively in the processes of policy development and deci-
. sion-making. '

I offer my congratulations to the Wisconsin Association of School Boards
for the development of the handbook and recommend its use by every Wisconsin
‘school board member.

Barbara Thompson

State Superintendent of
Public Instruction
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PREFACE

Throughout the development of this publication the primary concern has been
to produce a handbook which will be useful to Wisconsin school board members.
With this goal in mind, board members wcre encouraged to participate actively
in both the planning and writing of the initial edition. Special attention was given
to topics which a majority of board members identified as being important.

Frequent refcrence is made to pertinent sections of the Wisconsin Statutes. In
many such instances the number of the ‘statute-is given so that the actual law may
be consulted. For example, the notation [120.12(1)] indicates that patagraph
{1} of Section 120.12 deals with the subject under discussion.

The terms “superintendent” and ‘“‘administratot” have been used inier-
changeably throughout the handbock. In every case they refer to the executive
officer of the school board, whethet his. official title is superintendent of schools,
E, district administratot, supérvising principal or principal.

.- Madison, Wisconsin




ERIC

Aruitoxt provided by Eic:

B

ORGANIZATION FOR EDUCATION -

Chapter |

| yu—y
1




CHAPTER |
ORGANIZATION FOR EDUCATION

... Our system of free public education is one of the unique features of our
- American heritage. In contrast with many other nations where education is
_controlled by the national government, control of education in the United States
is vested in the separate states so that we have 50 state systems of education. In
-most of the 50 states local school districts have been established and the state
‘legislature has delegated responsibility for the day-to-day operation of the public
schools to boards of education composed of members chosen by the electors of
-these local school districts. A school board member holds an influential and
important position in local government. In fact, in a recent study it was found
that Wisconsin citizens believe the position of school board member is more
important than the position of village or city council member.

1t must be recognized, however, that the board of education is but one element
of our total government structure. Important relationships exist between school
“boards and other units of government. School board members must under-
stand the role of the school board and its relationship with other govern-
mental units if they are to carry out successfully their duties and responsibilities.

The Federal Government and Education

The United States Constitution makes no mention of education. The powers
of the federal government are delegated and enumerated powers. The Tenth
Amendment states that all other powers “are reserved to the states respectively,
-or to the people.” Thus, we do not have a national system of education because
the Constitution does not provide for federal control of education. Whether the
founding fathers were naive, daring or possessed of unbounded faith in control by
the people, the result is that the local school district and its school board rep-
“resent the extreme in local autonomy.

Although the federal government does not control the schools, it is able to
- influence American education in indirect ways. The Constitution guarantees cer-
-tain rights and privileges to all citizens. A number of Supreme Court decisions
interpreting these provisions of the Constitution have had a significant influence
" on education. Congress, through its power to levy taxes and to authorize expendi-
“tures for the “general welfare,” may also influence education.

; The National Defense Education Act of 1958 and the Elementary and Sec-

: ondary Education Act of 1965 are itlustrative of the ability of Congress to in-
. fluence educational programs in local school districis by exercising the powers
" given it by the “general welfare” clause of the constitution.

A federal Department of Education was established in 1867 to gather in-
formation about and to promote the cause of education. The department became
‘the Bureau of Education in 1870 and the United States Office of Education
(USQE) in 1929. At present it is part of the Department of Health, Education
-and Welfare. Among its functions are: (1) making studies and collecting and
. disseminating information and statistics concerning education; (2) administering
_grants distributed to the states or to local school districts; (3) providing con-
- sultative services; (4) contracting with colleges, universities and other educational
- agencies for research on educational problems and for the training of educational
specialists; and (5) operating programs under agreements with other federal
.agencies. In recent years the USOE has been given responsibility for administer-




ing a substantial number of federal grant programs and the activities associated

with these programs have brought the office in much closer contact with local
school districts.

In 1972, Congress created the National Institute of Education (NIE) and
assigned it responsibility for overseeing many of the educational research aad
development activities previously assigned. to USOE.

Another federal agency which has had significant influence on local educa-
tional programs in recent years is the National Science Foundation (NSF), which
was created by Congress in 1950 as an tndependent agency governed by a board
of 24 members a;i!?ointed by the President for six-year overlapping terms. The
National Science Foundation has sponsored a variety of activities designed to
improve instruction in science and mathematics in the elementary and secondary
schools. In addition to the science and mathematics curriculum materials de-
veloped by such NSF-supported activities as the Biological Sciences Curriculum
Study and the School Mathematics Study Group, many institutes designed to
improve the competence of teachers of science and mathematics have been held
under the auspices of the National Science Foundation. :

The State Government and Education
The development of Wisconsin's educational system is an interesting story of

trial and error, of boldness and caution, which has gradually evolved the school °

system we know today. Wisconsin's earliest educational efforts were patterned
after those of the Michigan Territory of which it had been a part. Then, through
the efforts of settlers who had previous experience with the free public schools

in New York and New England, provisions for education in the territory were -

gradually expanded and improved. This was true particularly of the laws covering
educational qualifications of teachers and those governing the raising of funds
for building and operating schools. )

An early educational law required the establishment of a schoeol district where-
ever electors resided in a township in which Section 16 had been surveyed. (The
Land QOrdinance of 1785 rovidecF that Section 16 of every township in the North-
west Territory was to be “reserved . . . for the maintenance of the public schools.™)
By 1841 the county, town and school districts had been created as subordinate
units of the territorial government, and power to organize and maintain schools
was delegated to these units. Both the county commissioners and the electors of
each town could, at their discretion, levy taxes for school purposes.

Shortly before Wisconsin became a state, delegates from the entire territory
met in Madison to draft a state constitution. Committees worked and reworked
the education section of the State Constitution for nearly two years. Finally, early
* in 1848, Article X was adopted. This article, with slight revisions through the
years, provides for: (1) a superintendent of public instruction; (2) creation of a
school fund and use of the interest therefrom; (3) establishment of free district
schools for all children between the ages of 4 and 20 years, with no sectarian
instruction to be allowed therein; (4) required annual scheol tax; (5) distribution
of the income of the school fund; (6) establishment and sup(rort of a state uni-
versity; (7) provision for commissioners of public lands; and (8) provisions for
the sale of public lands.

State Depurtment of Public Instruction

The State Department of Public Instruction was created in accordance with
Article X, Section 1, of the State Constitution: “The supervision of public instruc-
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tion shall be vested in a state superintendent and such other officers as the legi
 lature shall direct; and their ’?]ll.lahftcatlons, powers, duties, and compensauon

'~ shall be prescribed by law.” Through the years legislation has added new re-

' sponsibilities.

s Some of the more iniportant events in Wisconsin’s educational history which

relate to the development of the State Department of Public Instruction and

illustrate the increasing leadership and service responsibilities of the department
are:

1849 — First free tax-supported graded school opened in Kenosha.

1852 —— State School for the Deaf at Delavan established.

1854 — State superintendent authorized to appoint an assistant.

1857 — First high school established.

1861 — Office of county superintendent of schools created.

1862 — First law providing for teacher certification.

1879 — Compulsory education law passed. .

1883 — State superintendent ordered to prepare course of study, supervise
instruction and examine teachers.

1897 — First pupil transportation law,

1902 — State superintendent’s term increased to four years and state superinten-
dent to be elected 1n spring election.

1907 — State aid for rural schools provided.

1927 — State school aid equalization law passed.

1939 — State supenntendent given sole authority to ceruiy teachers.

1943 — Teacher's continuing contract law passed.

1944 — First state-wide curriculum program.

1947 — State school aid equalization law revised.

1949 — State aid law changed to recognize quality in education by establishing
basic and integrated aid districts.

1958 — Establishment of special certification requirements for school principals
and superintendents.

1959 — Unified school district created. '

1962 — All territory within the state requircd to be in a district operating a
high school.

— Public employees, including teachers, granted right to organize and bar-
gain collectively with municipal employers, and Wisconsin Employment
Relations Commission (WERC) empowered to administer the public
employee bargaining law.

1965 — Position of deputy state superintendent created. Cooperative Educa-
tional Services Agencies (CESA) created and office of county superin-
tendent abolished.

1967 —Transpc&rtatlon of pupils to non-public schools at public expense

uire

1969 — Legislation requiring all school board members to be glected at the
Spring election (effective in 1973).

' 1970 — Kahl vs. Breen Court Case decision outlining student rights and the
limits on dress codes.

- 1971 —E1 teen years became the age of majority with rights to vote, hold

lic office, etc.

- 1971 — Publlc employes allowed to negotiate “Fair Share” provisions for union

: dues payments.

/1972 — The Wisconsin Constitution amended to allow legislation implementing

' released time and vse of school facilities by religious organizations.
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1972 — Legislation enacted requiring that special educational programs be
provided for all handicapped children.

1973 — Adoption of 13 standards and minimum requirements to be met by
local school districts.

At the present time the Department is staffed by approximately 370 pro-
fessionally trained men and women. The Department does not operate locat
schools. Rather, membess of the department work in the following ways:

1. They provide leadership to stimulate and assist educators afnd lay citizens
to improve the quality of local school systems.

2. They provide-a wide variety of consultative, advisory and supervisory
services to local school districts, school boards, teachers and adminis-
-trators.

3. They administer such functions as certification of teachers, distribution
of state aids and operation of special schools for the deaf and blind.

4, They serve in a judicial capacity in certain controversies arising within -
and between school districts such as expulsion of pupils and reorganiza-
tion of school districts.

5. They administer federal programs such as the Elementary and Secondary
Education Act, National Defense Education Act and School Lunch
Program. .

6. They recommend to the legislature changes in the state organization
for education.

7. They help enforce statutory requirements concerning the schools.

The Department of Public Instruction is divided into six major areas of
responsibility. An assistant superintendent heads each of the divisions and reports
directly to the State Superintendent concerning the activities of his division. Each
division is further sub-divided into special depariments or functions. The six
divisions inciude (1) the Division of Management and Planning Services, (2)
the Division for Instructional Services, (3) the Division for Handicapped Chil- -
dren, (4)-the Division for School Board and Administrative Services, (5) the
Division for Financial Aid Services, and (6) the Division for Library Services. -

State policy in Wisconsin has encouraged the develofpment of a decentralized
organization for public education. Major responsibility for the operation of local
school systems rests with local school boards rather than with the state. The
Department of Public Instruction has increasingly worked to strengthen local
school districts and improve their quality by providing leadership, consultative
services and encouragement to local school districts, school boards, administra-
tors and teachers.

State Board of Vocational, Technical and Adult Education

The State Board of Vocational, Technical and Adult Education is charged
with the administration of vocational education in the state. This board was
established in 1911 by the Legislature to meet the demand for additional training
for young people to “fit them earlier to become skilled in whatever department -
of manual labor they may engage and thus make them more productive members
of society as well as more self-respecting,” to quote from State Superintendent
L. D. Harvey, whose report in 1901 focused attention on the need for additional
educational facilities in this field. Wisconsin had the first statc-wide system of
vocational education in the United States.
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- The Legislature has cstablished a State Board of Vocational, Technical and
‘Adult Education which is independent of the Department of Public Instruction.
Wisconsin is the only state in the nation in which this “dual” organization is
used. The State Board is composed of three cmployers, three employees, and
three practicing farmers who are appointed by the Governor for six-year terms.

In addition, thc State Superintendent of Public Instruction or his designee;
a member (or designee) of the Industry. Labor and Human Relations Commis-
ion; and the President of the Board of Regents of the University of Wisconsin
Systemn also sérve as members. [15.94]

The Legislature in 1965 directed that a master plan be prepared and that
by July 1, 1970, all arcas of the state were to be il‘lCludCir in a vocational,
echnical and adult education (VTAE) district. Eighteen vocational, technical
and adult education districts including all areas of the state were established
by July 1, 1970. Each district is governed by a seven-member board consisting
of two employers, two employees. and two additional members. These six
members are appointed by the school board presidents of districts having ter-
ritory within the VTAE district, or the county board chairmen of the counties
served by the VTAE districts, depending upon. the petition for creation of the
district. [38.08, 38.10] The six appointed members are directed to select a
school district administrator from within the area included in the VTAE district
to serve as the scventh member. [38.08] The board of a VTAE district may
evy a tax not exceeding 1.5 mills for the purpose of operating and maintaining
the schools. [38.16]

Intermediaote Administrative Organization

. The office of town s:frintendent, created in the early days of statehood,
-was soon found to be inadequate. Early state superintendents recommended the
county as the proper administrative unit. 1In 1861 the State Legislature created the
county superintendency, transferring to this office the duties of examining and
licensing teachers, inspecting schools, and conducting teachers’ institutes. With
some modification of dutics and qualifications over the years, the office of county
superintendent persisted for over a century.

As continuing school district reorganization increased the size of local school
districts and made jt possible to provide more adequate supervisory and ad-
ministrative services locally, the need for a county superintendent in each county
-tended to diminish, particularly in counties where a high proportion of the pupils
“were in City school districts and thus not subject to the jurisdiction of thc county
superintendent. Legislation permitting a county superintendent to serve two or
more counties was enacted in 1959 and by 1965, 35 counties were involved in
such jointures.. However. the jointures also proved inadequate to provide the
range of services needed by local school districts and on July 1, 1965, the office of
county superintendent was abolished and replaced by a system of Cooperative
Educational Service Agencies. :

In 1964 the Legislature provided for the creation of a committee of 18 legis-
lative, municipal and educational leaders to establish criteria for the creation of
the Coopcrative Educational Service Agencies and to develop a plan which would
include all area of the state in such agencies. After six meetings and a series of
hearings held throughout the state, the committee adopted a plan which provided
for the creation of 19 Cooperative Educational Service Agencies. The Coopera-
tive Educational Service Agency (CESA) represents a new concept in school
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organization. It was created in recognition of the need for some type of a service
unit between the local school district and the Department of Public Instruction.

. The purpase of the agency is to serve “as a convenience for school districts
in co-operatively providing to teachers, students, school boards, administrators
and others, special educational services including, without limitations because
of enumeration, such programs as research, special student classes, data col-
lection, processing and dissemination, in-service programs and Haison between
the state and local school boards.” [116.01)]

3 Unlike the county superintendency, which was based on county boundaries,
the Cooperative Educational Service Agencies follow school district boundaries
so0 that no school district is in more than one CESA. Each agency is governed by -
a Board of Control composed of members of school boards of districts within the -
agency. [116.02] Each agency also has a Professional Advisory Committee com-
posed of the administrator of each school district in the agency. {116.051 The
duties of the Board of Control include determining the policies of the agency and
appointing an agency coordinator to administer the affairs of the agency.[116.03]
The agency coordinator, who must be a licensed school administrator, is re-
sponsible for implementing the policies of the Board of Control, coordinating the
services of the agency, and securing the participation of the member school dis-
tricts. [116.04] The agency coordinator has no regulatory duties; his’ function
isto c%grdinate the services provided by the agency and implement the policies
of the board. '

The Cooperative Educational Service Agencies have no taxing power. Each
agency receives state aid to pay the coordinator’s salary and the expenses of
operating his office. All other income of the agency is derived from payments
made by local school districts for services provided them under contracts with
the CESA or federal grants. Among the services and personnel which have been
provided to local schoel districts by the agencies are shared teachers in subjects
such as art, driver education, vocational education, music and reading; shared
administrative and supervisory personnel such as Coordinator of Instruction
and Curriculum Consultant; special education persornel such as psychologists,
psychometrists, social workers and speech therapists; and other services such
as cooperative purchasing, data processing, test scoring and media libraries.

The principal features of the Cooperative Educational Service Agency .
organization may be summarized as follows:
Each agency consists of a contiguous group of school districts.
The agency is governed by a Board of Control consisting of 11 school
board members from as many school districts within the agency area.
The agency has no regulatory power over member school districts.
The agency has no taxing power.
The agency is administered by a coordinator who is selected by the Board
of Control and who must be a licensed school administrator. :
Each agency has a Professional Advisory Commmittee composed of the
administrator of each local school district in the agency.
The agency provides services to individual member districts on a contract
basis.
8. Member school districts are under no obligation to use the services made™ |
3 avatlable by the agency and pay for only those services for which they
have contracted.
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9. The agency may provide any service which a local school district legally
may provide.

10. The agency is not an arm of the Department of Public Instruction but
does serve in a liaison capacity between local school districts and the
state.

Types of School Districts

The Wisconsin Statutes identify five types of public school districts. The
Common School District is characterized by an annual meeting of voters in the
district and may operate ecither an elementargll_ school program (grades K-8) or
a twelve-gradc program. [120.001-120.23]) The Union High School District is
similar to the common school district in every respect except that it operates an
educational program for grades 9-12. {120.001-120.23] The City School Dis-
* grict (or Joint City School District) commonly operates a twelve-grade program
and has 2 school board either elected directly by the voters of the district,
' or appointed by the mayor, or appointcd by the common council. [120.40-

120.61]) The Unified School District is under the management, control and
| supervision of a school board elected from the district at large and gen-
. erally encompasses both urban and rural area. [120.70-120.75] Chapter 119
 of the Wisconsin Statutes deals with school district organization and operation
. in the City of Milwaukee.

L]
5 Creation and Reorganization of School Districts
i For a number of years after Wisconsin became a state a new school district
=~ 'was created whenever another school was needed. As settlers moved throughout
i the state, numerous new districts varying greatly in size and ad:aquacy were
" ‘created. In 1900 there were about 6,400 school districts in the state and by 1937
* ‘this number had risen to 7,777.

= "The basis for school district otganization and reorganization is found in the
o State Constitution. Article X, Section 3, specifies that “The Legislature shall
i provide by law for the establishment of district schools which shall be as nearly
¢ . uniform as practicable.” This provision places with the Legislature the authority
" to create, dissolve, alter and consolidate school districts, a power which the Legis-
- lature has used through the years to pass laws creating or changing school district

i-boundaries either directly or through agencies established for that purpose.

Changes during the first half of the twenticth century had a marked effect on
r. the adequacy of school district organization in Wisconsin. School populations in-
¢ creased in urban areas and decreased in rural areas; property valuations changed
v markedly; transportation facilities developed rapidly; and probably most im-
k. portant, people came to expect educational opportunities for their children which
many existing districts were unablc to provide. The cumulative impact of these
changes made it increasingly clear to our legislators that a comprehensive plan
. for school district reorganization was needed.

As a result of studies and reports published in the 1930°s by committees of

educators and school board members, the 1945 Legislature established a com-
. mittee to study and recommend proposals for the improvement of educational
- facilities in the state. One of the outcomes was a proposal for reorganization
+- legistation. In 1947 legislation was.enacted creating a county school committee
in each of the state’s 71 counties. Members of the committee were to be elected
. by the County Board of Supervisors; three from incorporated cities or villages
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and threc who were residents of the open-country arca of the county. The county
superintecndent of schools was to serve as secretary of the committee but was not
¢ntitled to vote on committee decisions. When the office of county superintendent
was replaced by the Cooperative Educational Service Agencies the county school
commitiees wer¢ disbanded and their school district reorganization functions
were transferred to agency school committees in each of the 19 Cooperative
Educational Service Agencics [116.51-116.52] Each agency school committee
is composed of seven residents of the territory within the agency who are ap-’

- pointed by majority vote of the CESA Board of Conirol. The coordinator of the

CESA serves as secretary to the committee but is not 2 voting member of the
committee. The agency school committee has the duty of studying and evaluating .
the existing school district structure, and, where the need exists for further school
district reorganization, of formulating a plan to strengthen the school district -
structure within the territory of the .agency. [116.51 (2)]

When the original reorganization legislation was enacted in 1947, Wisconsin
had a total of 6,391 districts of which 4,127 were operating one-teacher schools
and 1,187 did not operatc a school. As the county committees prepared re-
organization plans for their countics, and in a few cases established new districts,
it became evident that additional legislation would be necessary to strengthen the
original provisions. The Legislatures of 1949 and 1951 amended the original
law by adding deadline dates for completion of comprehensive county plans and
provided for a referendum on the rcorganization orders in any county.

Many agencies and organizations in the state worked to develop public in-
terest and understanding in the reotganization program. In a number of cases .
throughout the state rcorganization action was begun by local citizens before the
county committce found it necessary to act. Between 1948 and 1952 more re- -
organization orders were issued by municipal boards than by county committees
and, in general, these reorganizations conformed with the master plans being
prepared by the committces. Study committees, with representatives from éach
district to be involved, prepared data for distribution to local citizens with the
result that local understanding of the proposition and acceptance of proposals
developed through local action almost climinated the need for referendums on
actions by the various county school committecs. School district recorganization
was given further impetus in 1959 with the passage of -iegislation requiring all
areas in the state to be in a district operating a high school by July 1, 1962.

Since 1937 over 7,300 school districts have been eliminated and the total
number of school districts in the state has been reduced to less than 430. The
establishmient of twelve-grade districts and elimination of onc-room schools ~
have been perhaps the outstanding accomplishments of school district reorganiza-
tion. The 436 school districts which existed in the state in the fall of 1976 were -
operating a total of 433 high schools, 184 junior high or middle schools, and
1,646 clementary schools. In total, 945,337 pupils were ¢nrolled in Wisconsin’s
public schools in the fall of 1976.

legal Status in Relation $o Other Units of Government

Many legal ties exist between school districts and other units of government.
A few fundamental points are useful .as a basis for defining these rclationships.
Perhaps the best explanation of intergovernmental relationships involving school
districis can be found in a study of court decisions.

The courts have often been called upon to defin¢ the relationship between the
school and other units of government and they have consistently agreed that edu-
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i cation is a function of the state and that the public school is an agency of the
¢ state. The state has both the authority and the responsibility to create, develop
- and maintain a public school system. 1t may do this through constitutional pro-
¢~ vision, legislative enactment, or both. In fact, the state exercises complete power
- over pubhc education as long as it does not violate any portion of the federal
> or state constitutions.

. The courts have upheld the powers of local schoo! boards when these powets
 have been specifically granted by the state constitution or by legislation, when
¢ the powers can be reasonably implied from the above enactments, and when
. certain discretionary powcrs are held to be cssential in order to carry out their
- "prescribed duties.

_ The following outline provides a brief description of the legal relationships
~ between school districts and other units of government in eight basic areas.

I. FISCAL RELATIONSHIPS

A. Municipal Governments (cities, villages and townshrps)

1. Common School Districts and Union High School Districts

a. These school districts are fiscally independent to levy taxes
within statutory limits. {120.10 (6), (), (8), (9), (10},
1, a7l

b. Budgets are recommcnded by school boards and approved by
elcctors at the annual school district meetings. Local munici-
pal governnients have no power of review. Local school
boards can increase the tax levy—if thc approved levy is
insufficient. [120.12 (3), (4]

c. The clerks of thc school boards designate the tax ass:gmnent
for cach municipality in which the school district has territory.
It is collected by the municipal authorities and returned to the
districts. [120.17 (8), 74.03 (5)]

d. Bond issues for acquisition of sites, buildings, renovation,
etc. are approved by the electors of the district, and the taxes
for retiring such indebtedness are certified and collected by
the local municipalities. [120.10 (5), 67.05 (6), 120.12 ¢4)]

2. City School Districts

a. These districts are not fiscally independent. Although in-
dividual items are not subject to disallowance by municipal
boards in their review of the budget, the total proposed tax
levy must be approved by the city council or by joint action
of municipal bodies if a joint city school district including
both city and noncity area. [120.49 (4), 12050, 120.511

b. Bond issues for sites, building construction, renovation, etc.,
are subject to approval by municipal governments as pro-
vided by Wisconsin Statutes, Chapter 67.

3. Unified School Districts

a. These districts are fiscally independent. The school board
of a unified school district determines the tax levy for school
purposes. [120.71, 120.75]

b. Bond issues or other long term debt must be approved by
electors of the district under the referendum procedures de-
tailed in Chapter 67 of the Wisconsin Statutes. [120.75)
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B. State Government -— all school districts

1.
2.
3.
4

5.

11. SCHOOL DISTRICT ORGANIZATION
A. School Boards :

1.

B. Agency ISchool Committee
1.

C. State Government : :
1. Since all school districts legally are agencies of the state, the -

2
3.

. Aid is paid for the instruction of homebound and handicapped

City of Milwaukee

a. The school district #s fiscally independent.

b. The school board determines the necessary tax levy and re-
ports it to the City Council for inclusion with the rest of .
the city levy for collection. [119.46]

State aids are paid to all districts in accordance with statutory |
formulas and upon certification by the state superintendent of
public instruction. [121.01-121.21] '

Tuition for wards of the state is paid to local school districts.
[121.79] _

Transportation aid based on the .distancefupils are transported -
is paid by the state to local districts. [121.58 (2) (a)] '

children. [115.88)
Aid is paid for approved courses in driver training. [121.15]

Smalt parcels of property adjoining the boundary line between
two school districts may, upon written petition by the owner,
be attached or detached by joint action of the school boards
of the districts involved. [117.08]

An agency school committee upon either the filing of a petition -
by 10 per cent of the electors residing in the territory affected
or upon its own motion, may, after holding a hearing, order |
the reorganization of school districts within the agency. [117.02 |
(1)1 If the territory affected lies within two or more Cooperative |
Service Agencies, the agency school committees involved act--
as a joint agency school committee. {117.02 (2)]
Either upon its own motion or upon petition by a suificient .
number of the electors of the territory affected the agency .
school committee may order the holding of a referendum upon
an order for the reorganization of scheol districts. The common -
council of any city affected by an order of schoc! district re-
organization also may demand the holding of a referendum .
on the order. {117.02 (4)]

Legislature has virtually unlimited power to create, alter or .
dissolve school districts.

All territory within the state must be in a district which oper-
ates a high school. [117.01 (1) ()] ) .
The state superintendent advises and consults with agency -
school committees and may make recommendations to the ap- -
propriate agency school committee concerning the creation,
alteration or disselution of school districts. [117.02 (8)] ’
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B.

B.

C.

B.

4. Any person aggrieved either by the issnance of an order or the
failure to issue an order for school district reorganization may
appeal to a state appeal board [117.03 (1), (2), (3)]

5. Any aferson aggrieved by a state appeal board’s order may
appeal to the courts. [117.03 (4), (5)]

HI. SUPERVISION AND REGULATION
A,

County Government .

1. Counties may create a “Handicapped Children’s Education
Board” which may establish a program of educational services
for handicapped children in the county. [115.86}

State Government

1. The state superintendent may require from }ocal school dis-
tricts such reports as he deems necessary. [115.30 (1), (2), (3)]

2. Supervisory and consultative services are provided to local
school districts by the Department of Public Instruction, [115.28]

3. State supervisors of schools serve as inspectors of public school
buildings and the state superintendent may order the repair,
improvement, remodeling or replacing of school buildings which
are not safe-for pupils or which are otherwise unfit for school
purposes. [115.33] '

4. The Legislature may require the teaching of certain subjects
and the appropriate observance of certain days. [118.01, 118.02}

IV. PERSONNEL
A. All teachers, counselors, supervisors, and administrators in the public

schools must hold a valid license issued by the state superintendent.
[115.28 (7), 118.19, 118.21]

Wisconsin Employment Relations Cofmission: Administers the
provisions of the statutes concerning bargaining by municipal em-
ployers and employees, including school districts. [111.70]

Department of Industry, Labor and Human Relations: Administers
the provisions of the statutes concerning fair employment practices,
including making rules to carry out the intent oF the act. [111.32]

V. PUPIL TRANSPORTATION

State statutes and departmental rules and regulations administered by
the Department of Public Instruction and the Motor Vehicle Depant-
ment establish regulations governing school bus standards, qualifications
of school bus drivers, insurance on school buses, school bus routes and
other aspects of pupil transportation. [121.51-121.58]

VI. HEALTH SERVICES
A. Municipal Board of Health: local health officers nray exclude pupils

from attending schocl when a dangerous communicable disease
threatens and may regulate and control conditions relative to con-
tagious diseases. (143.03, 143.12, 143.13 and Rules of The State
Board of Health)

State Board of Health: The State Board of Health may close schools
when deemed necessary to control epidemics. [143.02 (3)]
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" VII. POLICE PROTECTION
The municipality in which the school building is located has the re-
sponsibility of providing police services. :

~ VIii. FIRE PROTECTION |
I. Fire protection is provided to any school building by the municipality -
in which the building is located. ;
2. The local fire commission or fire chief has jurisdiction over school -
districts in regard to fire regulations of local or state origin. ;
3. The person in charge of any school is required to hold a fire drill -
at lcast once each month and to file annually a report pertaining to
such drills with the Department of Industry, Labor and Humnan Rela-
tions and the chief of the local fire department. [118.07(2)]

“This brief outline illustrates that the state, in providing for the establishment
and nuintenance of an adequate system of public schools, has assigned responsi-
bilities to a variety of governmental agencies. Although the administration of each
local school is primarily a responsibility of the people of the district, the state uses -
a varicty of mcasures to insure that each school serves the interests of all the

people.

' Points to Remember
“ We do not have a federal system of education in the United States.

% The Wisconsin Legislature has both the responsibility and authority to create, -
develop and maintain a system of public schools.

Y The Wisconsin Legislature  has complete authority to create, alter, con-
solidate, or dissolve local school districts.

Y The State Department of Public Instruction provndes leadershlp and services ‘
to locat school systems. .

Y School districts have important legal ties with other units of govemment
For further reading, sece Appendix. sk
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CHAPTER 1
THE SCHOOL BOARD MEMBER

Responsibility for the opcration of the schools is vested in the school board,
not in its individual members; yet the capabilities of the individual members-will
-determine the cflectiveness of the schoot board. An organization is no stronger
than its individual members, The school board s no exception. Good school
boards will only be found where individual members recognize the public trust
they have been given and contribute their best efforts in discharging their duties
and responsibilities,

Qualifications
. Wisconsin imposes minimum qualifications for election to school board mem-
--- bemship. Any cligible elcctor may be a candidate for school board membership.
¢ An eligible clector must be a citizen of the United States, eighteen years of age,
and a rcsident of the district for at lcast ten days preceding the election. Resi~
dence for voting purposes is the place where the elector makes his petmanent
home and to which hc expects to return if temporarily absent. [6.02; 6.10]

School board members, whether elected or appointed, must file a written oath
of office with the clerk of the board, or in the case of city districts, with the city
clg{n;k, biforc:' they arc legally cntitled to hoid office. [19.0f, 120.06 (10),
12043 (1}]

Far more important than the legal qualifications are the personal philosophy

and character of the school board member. A good school board member should

. endorse a philosophy of education based on the belief that ALL the children of

ALL the people served by the school district are cntitled to the opportunity to
receive the soundcst possible education in the public schools of the district.

i Few public positions are more important than that of the school board mem-
ber. Tomorrow's citizens are largely a product of the public schools of today.”
Since the programs and policies of the schools are to a great extent determined
i- by school boards, it is apparent that the decisions of school board members affect
£ the lives of many people. School board members are community servants rather
than representatives of a particular area or faction. All their decisions must be
. based on what is best for the entire community if they are to fulfill the public’s
. trust. Teamwork with fellow board members is important. School problems
should not be decided on thc basis of the Chamber of Commerce, the Farm
Rureau, the village, the county, or any particular race, color, or creed. Problems
should not be approached with an “ax to grind.” The effective school board -
member looks at educational problems on a district-wide basis and works toward
the best educational program for his community, state and nation.
School board members must always be free to act in the best interest of the

:
.- schools without fear of conflict with any other interest. A person who is a public
f officer in some other capacity should not seek school board membership if there

is any possibility that thc duties of the two offices will conflict. It 15 a well
accepted principle of law that a public official cannot hold two incompatible
public offices at the same time. This principle is based upon the belief that it is
to the public detriment for a person to hold two public offices if the duties of
one would conflict with the duties of the other. Whether the office of school
board member is incompatible with ancther office will depend on the facts
present in a specific case. Should this issuc arise, school board members should
seek competent legal advice.
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Good school board members are open-minded and ready to learn. They
realize that effective organization and administration of the schools requires
decisions based on facts, not prejudice. While a school board member is not
expected 1o possess the same detailed knowledge of education as that expected
of the professional educator. it is obvious that he must possess more than a
passing knowledge of the schools and their problems if he is to make intelligent
decisions in school affairs. Conscientious schoo! board members use all the
resources available to increase their knowledge of the schools and their needs.
The Appendix of this handbook contains a bibliography of references which will
provide valuable information for school board membets. Other suggestions are:

1. Join and participate in jocal. state and national school board associations.

2. Establish and use a professional library for school board members.

3. Attend PTA meetings, school activities, faculty meetings and similar

activities to obtain first-hand informaton about the schools.
4. Study the reports of the superintendent and other members of the profes-
sional staff. .

5. Obtain and study reports of local community surveys or planning com-
missions; enlist the help of citizens’ advisory committees on current
problems.

Obtaining and Removing Schoo! Board Members
The number of school board members a common or uvnion high school dis-
trict may have is specified by statute. A common school district which operates
elementary grades, or a union high school district, may have only three school
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board members unless the school district is coterminous with a town or has a -

population of 500 persons or more,“in which case the district may have five
school board members. [120.01 (1)] A common school district which operates
both elementary and high school g)rades may have three, five, seven or nine
school board members. [120.01 (2)]1 A common or union high school district
also may have not more than eleven school board members if the members are
elected according to a plan for apportioning school board membership among
the cities, towns and villages within the school district. [120.01 (3), 120.02 (2)]

Prior to 1972, members of a board of education in a common or union high
schoo! district could be elected either at the annual school district meeting or
at the regular spring election. Now all school board elections are held in- con-
junction with the regular spring election and the newly elected board members
take office on the fourth Monday in April. The school district clerk is required
to publish a class 1 notice [985.07] of the school district election no later than
the third Tuesday jn December. The notice must state the time, place and man-
ner of filing declarations of candidacy for the school board. Prospective candi-
dates. have until the second Tuesday in January to file a written declaration of
candidacy. By no later than the third Tuesday in January the school district
clerk must verify the declarations of candidacy and, if there are more than twice
as many candidates as there are positions to be filled, a primary election must
be held in conjunction with the regular spring primary election. The school dis-
trict clerk must notify the clerk of each municipality lying either wholly or par-
tially within the district of the primary election, if one is to be held, and .of the
spring election. The school district clerk also must furnish each municipal clerk
with a copy of the notice of the school board election and must provide the
municipal clerks with an adequate supply of ballots for both the Primary and
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spring elections. The school district clerk must also have published a class I
notice [985.07] at least seven days prior to both the spring primary election
and the regular spring election giving the date of the election, the names of all

candidates in the order in which they are listed on the ballot, and information .

concerning the location of the polling places and hours during which the polls
will be open. Primary and spring elections for school board members are con-
ducted by the same election officials who are responsible for state and municipal
elections. [120.06]

The legislature has established a campaign financing law which imposes
substantial disclosure requirements in the form™ of registration statements and
financial reports which atiect election at the local level, including school board
elections. Complete information on the statutory requircments relative to cam-
paign financing will be found in Chapter 11 of the Wisconsin Statutes.

The school board of a city school district operating only elementary
grades may have either three or five members; a city school district which oper-
ates both elementary and high school grades may have three, five, Seven or nine
school board members or. it may have more than nine school board members if
they are not elected at large. (120.42] In a joint city school district, that is, a
district formed by joining territory outside a city with city territory, provision
is made for the attached territory to have proportional representation on the
school board. [120.43 (2)] Members of the school board of a city school
district or a joint city school district may be clected either from the district at
large, at large to numbered seats, or by aldermanic districts, at the spring elec-
tion; they may be appointed by the major and confirmed by the common coun-
cil, or they may be appointed by the common council. {120.43 (1)]

In a unified school district the school beard may be composed of five, seven,
or nine members or, if board members are chosen according to a plan of appor-
tionment. the board may consist of not more than eleven members. [120.72,
120.02 (2)] Members of the school board of a unified school district are
elected by ballot at the regular spring election. {120.73]

A plan of apportioning school board members or of electing school board
members to numbered seats may be established by filing a petition with the
school district clerk at least 30 days before the annual meeting in a common
or union high school district or at least 30 days before the spring election in a
unified school district. The petition must be signed:by not less than 100 electors,
except that in school districts which contain in whole or in part a ity of the
2nd or 3rd class the petition must be signed dy not less than 500 electors. The
proposed plan must be adopted at the annual meeting or spring election. School
board members elected under a plan of apportionment or plan of numbered
seats must be elected by a vole of the electors of the entire school district.

Vacancies and Resignations

In addition to the expiration of terms, vacancies on school boards may occur
for a number of other reasons. The most common are death of the incumbent,
his resignation, his removal, or a change of residence which removes the incum-
bent from the district. [17.03]

Resignations of school board members should be addressed to the school
district board. They must be in writing and must be delivered to the clerk of
the school board. If the clerk resigns, he must deliver his resignation to the
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director. [17.01 (11), (13)] An appointed schoot board member may be re-

moved from office by the officer or body that appointed him at their pleasure, or

in the case of an all) inted city school board member by the common council

for cause [17.12 ( E,O(c), 17.13 (1)1 Al school board members, either elec-

t[i;r_? % appojiftive, may be removed from office by the judge of the circuit court.
13 (3)

Vacancies may be filled in several ways. In common, unified, union high
school and school districts in cities of the first ¢lass, vacancies on the school
board are filled by appointment made by the remaining members of the board.
Persons who are appointed to fill a vacancy do not serve for the unexpired term;
they hold office only until a successor is elected at a regular school board elec-
tion. [17.26 (1)] 1n city and joint city school districts vacancies are filled by
appointment by the mayor, subject to confirmation by the council or the fiscal
board. In such districts the appointment is for the unexpired term. [17.26 (2)]
Any person who has been appointed to fill a vacancy on a school board, and has
been notified of his appointment, is deemed to have accepted the appointment
unless he files with the school board clerk or director a written refusal to serve
within five days after he has been notified of his appointment. {17.26 (3)] In
any event, the minutes of the meeting of the appointing body should contain
l-ej:r)idnedr‘nr:e of the clection or appointment of a person to fill a vacancy on a school

ar

If a board member is unable to discharge the duties of his office because of
temporary absence or disability, the board of education may appoint a person
to perform his duties until such time as the disability no longer exists. [120.05
(3)] Temporary absence from the district may not exceed 60 days, however,
since any school board member who is absent from the district for a period
exceeding 60 days forfeits his office. [17.03 (4)]

Compensation
School board membership is usually regarded as an opportunity to render
service to the community. It is traditional that school board membership is
viewed as a public service performed without thought of pay. The. lack of oppor-
tunity for financial gain has helped attract board members who are interested in
serving their community and who regard school board membership as a high
personal honor.

-In keeping with’ this tradition, Wisconsin places certain limitations on the
salary which may be received by board members in common and union high
school districts. These limitations are low enough to insure that prospective board
members will not be attracted primarily by the prospect of financial gain. Annual
school meetings in districts operating only schools with two teachers or less may
vote annual salaries not exceeding $100 to all members of the board except the
district clerk, who .may receive $125. [120.10 (3)] These limitations do not
apply in union high school districts nor in common school districts operating
schools with more than two teachers, but the salaries paid school board mem-
bers in Wisconsin invariably have been Iimited to a modest sum. A board mem-
ber in a city school district may receive such salary as the governing body of
the city or fiscal board may determine and include in the annual city school
budget. [120.48 (5)] Salanes of school board members in unified school dis-
tricts are fixed by the board, but may not exceed $10.00 for cach regular or
special board meeting actually attended. [120.74 (3)]
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The annual school district meeting may authorize payment of the expenses
of a board member when traveling outsidc the district on school business, and
. may reimburse a board member for actual loss of eamin%s when his duties re-
- quire him t0 be absent from his regular employment. [120.10 (4)]

Wisconsin ﬁplaces legal restrictions on school board members who are
tempted to profit financially from such membership. A member of a board in his
private capacity may not enter into negotiation for any contract if, in his
capacity as a public official, he is authorized or requlred to take part in the
awarding of the contract. Therc arc some exceptions to this rule. The most
important is that a mcmber of the board may enter into contracts which do not
involvc financial transactions with the school district of more than $2,000 per
ycar. Any contract in violation of this law is void and the school district incurs
no liability from such contract. Violations of this law may be punished by fine,
imprisonment, or both. [946.13] Teachers, administrators and other school
employees. are prohibited from acting as agents or solicitors for the sale of
school books, supplies or equipment within the district which they serve. Persons
who violate this law are subjcct to fine and removal from office. {118.12 (1)]

The question of whether or not relatives of school board members legally
may be empioyed by the district is sometimes raised. The courts 1nvanably have
ruled that a contract in which a school board member holds a pecuniary interest
is invalid. The question, thercfore, is whether a school board member does. in
fact, hold a pecuniary interest in a contract between the district and one of his
relatives. H no pecuniary interest exists,.the contract is legal; if such an interest
is found to exist, it will be ruled invalid. The wisest course of action is for school
boards to refrain from employing close relatives (c. g., wife, husband, son or
daughter) of board members andg thus avoid the cntire problem.

Legal Avthority and Responsibility

It is extremcly important that all school board members realize that school
boards are corporate bodies and can act only as such. NO board member has
the right to make decisions or act for the board. The school board is a continuing
body. It is indcpendent of its separate members. The only time school board
members legally can transact business is when they are meeting together, as a
board, in legal session. An officcr of the board has no more authority in this
regard than any other member.

Muny people approach school board members during the routine of daily
activities and attempt to obtain some commitment regarding the affairs of the
school district. They often fail to realize that individuval members cannot make
promises on behalf of the board and that, if they do, such promises have no
legal standing. School board members can contribute greatly to good public
relations by dealing courteously, tactfully and fairly with such requests.

Education needs the support of the people. School board members nced ta
utilize contacts with the public both to gain and provtde information. If the
board member is to represent the public, community opinions must be heard
and carefully considered. Board members must be familiar with board policies
and should give straightforward answers to gquestions about beoard policies. I
no board policy exists on a specific problem, board members should not commit
themselves to a position before all aspects of the problem have been considered
by the board. Final judgment should be based on all facts and should be reached
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through a consideration of the best interests of all those served by the schools
of the district. :

In accepting membership on a school board, an individual accepts a public
trust. He has a respons:blizty to represent all the people of the district. He must
be familiar with public opinion as weli as the educatonal needs of the school
system. A school board member must be an active and interested citizen of the
community in order to discharge satisfactorily these responsibilities.

Personal liability

The personal liability of school board members is limited in some respects.
As long as school board members act in good faith and within the scope of their
authority, as defined or implied by the law, they will not be held liable for the
consequences of their actions.

School board members are not entirely immune from personal liability.
They may be held personally liable for acts of the school board if the
board intentionally exceeded its authority or if the board did not act in good
faith. They also may be held personally liable for the misuse or loss of school
funds and for injuries sustained by other persons because of the failure of the
board, or an individual member of the board, to perform mandatory duties. A
board member may be held personally liable if he exceeds his authority as a
school board member — for example, by slandering a parent, teacher or admin-
istrator. Another potential source of liability is the Federal Civil Rights act;

board members may be held personally liable if they deny a person tights

guaranteed him by the Act. In any event, the existence and extent of personal
liability of a school board member must be determined by the courts after con-
sidering the circumstances surrounding the individual case. To avoid any possi-
bility of personal liability, school board members should always act in good
faith, with neither corrupt nor malicions motives, and in strict conformlty with
stafe statufes. )

In view of the possibility that they may be sued for damages because of their
activities, a school board should obtain personal liability insurance protecting the
members of the board. The laws of Wisconsin also provide some protection for
school board members and other _public officials who become involved in a legal
action ‘in their official capacity as a school board member. If the court finds that
the school board member acted within the scope of employment, any judgment
entered against him must be paid by the school district. The school district also
is required to pay reasonable attorney’s fees and other costs of defending in the
action unless the court finds that the defendant school board member did not
act within the scope of employment, in which case payment of the board mem-
ber’s legal counsel is not provided. [895.46)

Helping the New Board Member

Regardless of how active a new board member may have been in community
affairs and with school-community lg,roups, he cannot be expected to know all a
school board member should in order to do his best in his new position. Most
new board members are willing and eager to learn so that they will perform
their duties well. An orientation program will shorten the time needed by the
new board member to become a functioning member of the schoot board “team.”
Experi¢nce alone can be a slow teacher. New members will need and appreciate
the help that experienced board members and the superintendent can provide.
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The following suggestions are offered as a minimum program for helping the new
| boasld member become acquainted with his job. Changes can be made to fit local
;... conditions.

® The new board member should be introduced to the administrative per-
sonnel of the school system, members of the teaching staff and other
board members.
@ The new board member should be invited to attend all meetings between
the time he is elected and the time he takes office. Although he cannot
vote, he should be encouraged to take part in discussions so that he can
become familiar with current problems and board policy and procedure.
The new board member should be taken on a complete tour of school
facilities, or in larger systems, a tour of representative schools. He should
have an opportunity to become familiar with the instructional program
through discussions with school personnel.
The new board member should be provided with copies of school board
policies, school board minutes, annual reports, school budgets, school
surveys, advisory committee reports, school laws and any other pertinent
information.
® The superintendent and experienced members of the board should invite
and encourage the new member to discuss with them any questions he
: may have.
.. ® Experienced board members and the superintendent should take the in-
: itiative in planning and carrying out an orientation program for new
board members.

The following examples illustrate how each person can assist in the orienta-
tion of new board members.

.. Experienced board members can:

- ® Welcome the new board member and make him feel that he “belongs”

from the very start.

® By action and conversation cause the new board member 1o feel that this
is a job to be done by all members working together, regardless of any
business or social relationships which may exist outside of the board’s
activities.

® Encourage the new member to feel free to ask questions and also invite
his opinion on any decision, even though he may think that he is not
qualified to comment.

® The clerk or secretary of the board can:

; ® Make available to the new member the minutes.of the board covering the
last year or two and invite him to read them.

® Acquaint the new member with any statements of policy which have been
ad-l:{pged, preferably by providing him with a handbook of written board
policies.

@ Explain the accounting system and the routine of paying bills and record

§ keeping which is being followed.

> The superintendent can:

& Invite the new member to his office and review some of the recent annual

reports.
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@ Discuss with the new member the current budget and review budgetary
procedure.

@ Review his duties and responsibilities as superintendent with the new
member, as well as the duties and responsibilities of other members of
the administrative staff.

@ Discuss the district’s salary schedule and personnel policies.

® Take the new member on a tour of the buildings and acquaint him with
the district’s facilities and the condition of the physical plant.

The Wisconsin Association of School Boards and the National Schoel Boards
Association Provide valuable help to new school board members through work-
shops and special pubhcat:ons For example, the Wisconsin association spon-
sors an annual institute for new school board members.. The State Department
of Public Instruction can help new board members by providing bulletins on
statewide school problems, pamphlets interpreting school laws, and other infor-
mat‘ional material. Any source which can provide useful information should be
use

Points to Remember

w Ggod school board members are interested in public service, not petsonal
gain.

“ Decisions should always be madc on the basis of what is best for ALL the |

children of ALL the people.
Y Individual membees cannot act for thc board.
W School board members are agents of the state.

Y Board members must always act in conformity with the state statutes and
in good faith.

pok

w New board members need to make a special effort to learn about their new

job.
w The Wisconsin Association of School Boards provides workshops for new
school board members.

For further reading, see Appendix.
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: CHAPTER i
¥ THE SCHOOL BOARD

The school board is a corporate entity — an individual — in the eyes of the
law. The school board exists only when its individual members are meeting
together in legal session. It is the school board, not the individual members,

- which looks after the affairs of the district. Each board member should be aware
of the powers and duties of the school board and with the practices and pro-
cedures which promote efficient schooi board operation.

Functions of the School Board

School boards have two major functions — policymaking and evaluation.

- The board’s competence in performing these two functions wi]% in large measure
determine its effectiveness. Of course, school boards also have other important

_ functions such as keeping the public informed of the purpose, value, conditions,
and needs of education in the community and cooperating with. other agencies,
both public and private, which are interested in the improvement of education
and community life.

Policy-Making

A policy is a statement of principie adopted by the school board to guide
the decisions of the board and the school administrator when problems which
are similar in nature are considered. A weli-organized school system needs a
sound philosophy of education as a basis for policy-making and evaluation. A
philosophy of education consists of a series of statements which set forth the
major goals and objectives of education in the community. The administrator
and faculty of the schools can provide valuable leadership in developing such a
; philosophy. Tdeas and suggestions from the community should be sought. The
-. .Statement of goals and objectives must be flexible enough to provide for changing
conditions but stable enough to provide long-range guidance. In final form, the
philosophy should be approved by the board and should guide its future decisions.

The need for written policies — The broad framework of policy within which
schocls must be operated is provided by federal and state constitutions and by
statutes. While these sources of law define in broad terms what school boards
must do, numerous questions arise which are not answered explicitly by the law
but which, nevertheless, must be answered by the school board. Each of these
questions requires a decision by the board, and often the same or similar ques-
tons occur repeatedly. Unless it has established written policies to supplement
; the broad framework of Jaw provided by the constitution and statutes, the school
: _board is apt to be inconsistent in its decisions and unfair to those affected by them.,

: Written policies clearly establish the position of the board for the guidance of
;. citizens, pupils, teachers and other school personnel; they help insure continuity
i of policy as board membership changes; they help prevent inconsistency and

“prejudicial treatment of those who deal with the school board; they enable néw

anrd members to understand their jobs more rapidly; they are valuable guides
to new administrators; and they save valuable hours of meeting time. Decisions
i based on written policies are less arbitrary, more consistent, and encourage
% public confidence in the school board. - '

School boards in Wisconsin have been given e;;glicit authority to “make
¥ . rules for the organization, gradation and government of the schools of the school
district.” Tt should be emphasized that such rules do not take effect until they
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have been approved by a majority of the school board and filed with the school
district clerk. {120.13 (1)] Thus, the adoption of policy by vote alone is not
sufficient; the policies must be reduced to writing, approved by a majority of the
members of the board, and filed with the clerk before they are effective.

Developing Written Policies —Development of written policy takes patience.
It is no time for haste or snap judgments, Policies should be developed with care
and should reflect the best judgment of all concerned. Broad participation of -.
school district personnel in policy development shouid be encouraged._ This wili
result in more effective policies as well as better acceptance of the policies. A
review of the records of the board will reveal what policies have been enacied in
the past. A committee for policy development which includes representatives of
the teaching staff, other school employees, administrators and members of the
school board can be very helpful in studying existing rules and suggesting new
licies. Written policies developed . by other boards may be studied. However,
it should be remembered that policies must fit local situations, What applies in
one system may not apply in another.

The question of what should be included in written school board policies is
one that is best determined by the local school board. Policies should set forth
fundamental principles of control, management aud operation. They should nof-
include the details of management. These details should be developed separately
as administrative regulations within the framework of board policies and subject
to the approval of the board. Suggested areas which might be included in a state-
ment of policies are:

Organization, operating procedures and duties of the board of education
Administrative organization of the schools

Scheol personnel

Pupils -

Use of school facilities

Written policies should never be considered final or absolute. They must be
subject to modification as needs and conditions change. Consequently, provision
should be madc for periodic review and any ovecessary revision should be made,

One excelient source of help for school boards who are seeking to develop
or update board policies is the Educational Policies Service of the National
School Boards Association. The Wisconsin Association of School Boards has a
special service and loan program for written policies. The Educational Policies
Servicc provides a comprehensive program to help school boards develop, classify
and uchtte board policies and acFminislralive rules. The service includes a sys-
tem for coding, classifying and cross-referencing school board policies and a
guide for use of the system; a monthiy publication which identifies and discusses
major trends that are likely to affect educational policies; on-call reference help
on specific policies immportant to a board; and policy kits showing what other
boards are doing about specific policy areas such as “board-superintendent
rclations™ or “community use of the schools.”

If school board policies are to be implemented, the board must provide the
means by which they can be put jnto effect. Approval of a salary schedule, adop-
tion of tcxtbooks, or approval of a curriculum change afford examples of the type
of board action which is necessary o make thé board’s policies effective. School
board actions should be based upon the recommendation of the administrator
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who, in turn, is guided by the policies which the board has established to govern
the operation of the schools. -

‘Evaluation

_ Continuous evaluation of board policies is necessary. Evaluation points out
‘strong and weak points in the school system and establishes a basis for future
‘action. The administrator and professional staff should be expected to assist
: ;:.chool boards in evaluating the educational program by providing the necessary
facts. '

- School board members often hear comments and criticism from pupils, school

staff members and the general public. Care is needed to separate constructive
criticism from that based on selfish motives. Specialists from outside the district
-are often asked to help evalnate portions of the school program. Although the
-school board should weicome information and advice from all sources, the final
responsibility for evaluation rests with the board. Only the board is empowered
to translate the results of evalvation into action.

Organization of the School Board

Wisconsin laws provide specific directions for the organization of boards of
“education in common, city, unified and union high school districts. School boards
-in ‘common school districts are composcd of three or more members. Officers of
the common school district board are.the director, treasurer and clerk. If the
school board consists of three members, each member is elected directly to one of
“'these offices and holds office for a three-year term. If the board consists of more
than three members, the board elects officers from among its membership for
one-year terms. [120.05]

The board of a city school district elects a president and a vice president from
. among its own membership. 1t also elects a clerk who need not be a member
-of the board. The city treasurer serves 2s the treasurer of the school board.
[120.48 (2)]

The organization of a unicn high school board is similar to that of the board
of a common school district. {120.05]

The school board of a unified school district elects annually from among
its membership a president, vice-president, clerk and treasurer. A secretary, who
need not be a member of the board, is also elected annually. [120.74 (1)]

Duties of the School District President

The president serves as chairinan of all board meetings and sees that minutes
are properly approved and signed. He countersigns all orders for the disburse-
ment of district funds, defends the district from actions brought against it and
prosccutes actions brought by the district. {120.15) -

Duties of the School District Treasurer

The treasurer, within 15 days of his election or appointment, must file a bond
equal to at least 5 per cent of the annual school district budget but in no case
less than $1,000. A bond in larger amount may be required by majority vote of
the board. District funds may be used to purchase a surety company bond in
the amount required. He receives all money due the district, deposits it in-the
designated public depository and disburses district funds on the written order of
the clerk by check. He must keep account books of all receipts and disbursements
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of the district and present a written statement of all receipts and disbursements -

to the annual meeting. He must also receive money raised in extra-curricular
activities. [120.16}

Duties of the School District Clerk

The clerk is responsible for recording the proceedings of school district and
school board meetings and entering them, together with copies of all reports to
municipal clerks, in the district’s official records. He must report the name
and address of each officer of the school district to the clerk and tresurer of each
municipality in which the district is located within 10 days of their election or

appointment. He must draw orders on the treasurer and record them in a suitable .

book. He must furnish an approved school register to each teacher and preserve

this register with the records of the district. He must furnish each teacher a copy -
of his contract with the board. He must deliver to the town clerk before the last -
working day in October each year a certified statement of the amount of taxes .

voted and the amount of taxes to be collected for annual payment on any in-

debtedness. He must notify the proper postmaster of the name and location of

the schocl and proper disposition of mail addressed to the school. [120.17]

Qualifications of School Board Officers

Although the statutes impose no qualifications for school board officers other
than those required of any school board member, they should be selected care-
fully for ability to do the job. This is particularly true when officers are elected
by the beoard from among its own membership. The director or ‘president, as
presiding officer, should be familiar with parliameéntary procedure and should
be tactful and courteous. The treasurer anc,;1 clerk should be chosen with an eye
to their qualifications for the duties of these offices.

Powers and Duties of the Schoel Beard

School boards possess no inherent powers of.any kind;. such powers as they-

possess are conferred upon them by state statutes. In interpreting the laws, the
courts agree that school districts may exercise the.following powers: (1) those
expressly granted by statute; (2) those that may fairly be implied in the powers
expressly granted; and (3) those essential to the accomplishment of the purposes
for which the school district was created.

It is practically impossible for state laws to cover all of the problems and ac-
tivities which occur in all districts. Consequently, school boards often find it
necessary to act in areas not specifically covered by state laws. They have wide
leeway in such matters as long as they follow the spirit of the law and do not act
in violation of constitutional or statutory prohibitions or requirements. Questions
involving the authority of school boards to act on matters not specifically covered
by state statutes must be settled by the courts. Once the authority of the school
board is recognized, the courts will allow a great deal of discretion in board
actions unless such power is abused through arbitrary, apricious, unreasonable
or discriminatory acts.

The duties of common and union high school district boards in Wisconsin are
specified in Wisconsin Statutes 120.12. The performance of these duties is com-
pulsory. Disregard or disobedience of them is unlawful. When the law imposes
a duty on a public officer which involves no exercise of judgment or discretion

on the part of the officer, such duty is ministerial. Public officers are liable to -

third persons for injuries sustained as a result of failure to act or to perform min-
isterial duties properly.
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Thegowers of common and union high school district boards in Wisconsin
are listed in Wisconsin Statutes 120.13. The powers listed in this statute are
petmissive and give school boards authority to engage in any of the activities
which are listed. School boards are granted broad discretion in the management
of local school affairs as I6fi§ as they act within the scope~of authority granted
by this statute.

The powers and duties of city school district boards are specified in 120.49.

Unified school districts possess all of the powers and duties granted common
- school district boards. They may also exercise all of the powers granted to the
i+ annual meeting of the common school district with the exception that they may
¢ not issue bonds or incur any other long term indebtedness without approval of
. the district electors in any instance where a common school district board is not
" allowed to do so. [120.75]

School Board Committees
Standing Committees

In years past, when school boards often consisted of a large and unwieldy
number of members and weli-qualified, professionally trained administrators
were scarce, standing committees were often created and given considerable
administrative responsibility. Today, however, most authorities recommend that
a school board should operate without standing committees. Although some
school boards continue to make effective use of standing committees, a number
of potential pitfalls should be recognized.

When standing committees are maintained, great care must be exercised lest
the board become a “rubber stamp” for its committees. If committee reports and
recommendations are accepted or adopted without discussion by the board, it
would appear that the board is substituting the thinking of a small number of
~-jts members, usually a minority, for the thinking of the entire board..Sound
procedure demands that all board decisions be based on critical study and dis-
cussion of problems and policies by the entire board. Also, it is usually easier
for one member to dominate a committee than for him to sway the judgment of
the entire board on an jssue. Unless carefully guarded against, the opinion of
an individual board member may be given disproportionate weight when standing
committees are maintained.

Another pitfall lies in the tendency for standing committees to usurp adminis-
trative. responsibilities and interfere with the orderly working relationship which
must exist between the board and the district's administrative staff. Then, too,
decisions may be delayed unnecessarily by referral to standing committees, since
board action must then await the report of the committee. :

Standing committees may have a place in dealing with routine tasks. For
example, some boards maintain a finance committes whose primary duty is to
examine in detail the vouchers submitted for payment each month and make
recommendations to the full board. It must be remembered, however, that a
committee cannot act for the board. Only the full school board, meeting in a
properly called session, is legally entitled to determine the policy of the district
on any issue.

Special Committees

Special committees which are assigned a particular task and discharged when
* that task is completed can contribute much to the board’s performance. For
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example, a.special committee might make a preliminary screening of candidates
for the superintendency. Special committees of the board may be appointed to .|
work with citizen’s advisory groups or to tap special talents of board members, *
Reports and recommendations of special committees can only become official
when adopted by the board in legal session. N

Use of School District Facilities ‘

Wisconsin-school boards are vested with the possession, control, care and
management of the property and affairs of the district. They also have certain -~
duties in permitting the use of school district facilities. Upon written application
by one-half the electors of the district, the school board must permit the use of
school buildirr:%s and grounds for the discussion of public questions if this use " -
does not interfere with regulacly scheduled school activities. The school board
must also grant the free use of school property to nonpartisan, nonsectarian, non- ;
exclusive associations of citizens for the discussion of public questions or the
promotion of public health. Such gatherings must be free to the public. [120.12

M), ), 10}

School boards also have the power to grant the use of school facilities in
other cases. It may grant the use of school buildings to any responsible inhabitant
of the district for public meetings which the board believes will aid in disseminat-
ing information and promoting good morals. kt may grant use of the school house
for lectures, entertainment and school exercises held under the auspices and for
the benefit of the school and permit admission fees to be charged. It may grant
free use of school facilities for civic, social or'recreational activities if these do not
interfere with the regular educational program. School facilities may not be used
for rublic dancing if a majority of the electors protest or if a resolution against
public dancing has been adopted at the annual meeting. School boards may
grant the use of school Facilities to any responsible organization for public meet-
ings to which admission is charged. The board may decide what fee to charge for
the use of the scheol Facilities in this casz. [120.13 (17-20)]

The Legislature may authorize the use of school property in any manner
which does not conflict with the Constitution. School boards have authority to
permit the use of school facilities only for purposes authorized by legisiation or
which can reasonably be implied from existing legislation. The original constitu-
tional limitation forbidding the use for sectarian religious purposes of either tax
supported public school property or funds raised for pubtic school purposes was
modified by an amendment to the Wisconsin Constitution in 1972. School boards
may now permit religious organizations to use school property during nonschool
hours upon payment of reasonable fees and upon such conditions as the board
determines. [120.13(19)]

Because school boards may exercise broad discretionary powers in permitting
the use of school facilities, it is important that definite poticies be established by
the board regarding the use of school district facilities by nonschool organiza-
tions. Such use should never be permitted ic interfere with school purposes,
Procedure for application, conditions of use and fees should be specified in a
school board policy statement. This procedure will avoid misunderstandings and
help maintain good school-community relations.

The Board Is a Unit

The fact that the legal authority of a local school board rests only in the
board as a corporate body needs to be emphasized again. Members of the school
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board as individuals do not posscss the corporate powers of the board. School
boards cannot give committees, employees or individual members the authority
to perform acts over which the board as a whole has discretionary power. lf
actions are to be legally b-ndmg. they must be taken by the board as a whole
while meeting in legal session.

The collective judgment of board members should be based on a singleness of
concern for the welfare of the schools. They should aim at obtaining the best
possible educational program for the schools of their district with the resources at
their command. This aim can only be achieved when the board functions as a
:ﬁam wlth a clear understanding of its objectives and a sincere desire to achieve

em.

Legal Awuthority of School Boards
Regarding School Rules and Regulations

School district boards may make rules for the organization, gradation and
government of the schools and may designate a school district administrator or
teacher who, with the approval og the board, also may make such rules and
suspend a pupll for not more than 3 days for failure to comply with the rules.
Only the school board may permanently expel pupils who persistently refuse to
obey the rules, [120.13(1)]pe

School board rules must be reasonable. The question of whether a rule is
reasonable can only be answered by the courts after considering the circumstances
surrounding each case. The courts will not attempt to rule on the wisdom of
regulations enacted by a school board, since this would be substituting the
wisdom of the court for that of the board legally constituted to operate the

schools. Rules and regulations may apply both on and off the school grounds if

they have the instruction of the pupil as an objective.

Responsibility for administering the rules and regulations of the board of edu-
cation should be delegated to the school administrator as the executive officer of
the board. These rules and regulations should be evaluated from time to time and
necessary changes should be made.

Regarding Religion and Discrimination

Article I, Section 18, of the Wisconsin Constitution guarantees freedom of
worship and llbertg of conscience to everyone. No religion can be given pref-
erential treatment by state laws nor can public money be spent for the benefit
of religious societies or theological seminaries.

Article I, Section 23, of the Wisconsin Constitution authorizes the Legislature

to provide for the transportation of children to and from any parochial or private
school,

Article X, Scetion 3, of the Wisconsin Constitution provides that no sectarian
instruction shall be allowed in district schools. It also permits the Legislature to
authorize the release of students during regular school hours to receive religious
instruction outside the publi¢c schools. School boards must permit pupils who
have written permission to be absent from school at least 60 mmutes, but not
more than 180 minutes, per week to obtain religious instruction outside the
school. [118.155]

Exclusion from any public school because of sex, race, religion, nationatity,
physical condition or developmental disability is proh|b1ted Separate schools or
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departments cannot be maintained for any person because of his sex, race, -
religion or nationality. Any member of a board of education who votes to exclude
2 child from a public school by virtue of his sex, race, religion, nationality, phy-
sical condition or developmental disability can be fined not more than $100,
.imprisoned not less than thirty days or more than six months, or both. [118.13].

Discrimination in the employment of properly qualified teachers or other
district employees because of age, race, creed, color, handicap, sex and national
ortgin or ancestry is also prohibited. [111.31, 111.32 (5} (a)] Prospective
teachers may -not be questioned relative to sex, race, nationality, or political or
religious affiliation by hiring officials or placement agencies. Violation of this
prohibition may be punished by fine, imprisonment, or both and is cause for .
removal of any superintendent, member of the school board or any other
public school official. {118.20) :

Regarding Contracts

If school boards did not possess the authority to enter into contracts for such
things as supplies, personnel and school construction, it would be impossible for
a board to meet its responsibilities. A school board does not, however, possess the
same contractual authority as an individuz], since school boards are subject
to restrictions imposed by both common law and statutory law.

The common law requirements of a valid contract may be summarized as
follows: (1) capacity or authority to contract on the part of both parties; (2)
mutual consent on the part of the contracting parties; (3} a valid consideration
{the price each party agrees to pay for the promise or performance of the other
party); (4) the rights and duties of each party clearly defined; and (5) the
contract and its subject matter not prohibited by law and not against public.
policy. In addition to these requirements, school boards are limited to the
authority expressly granted or implied by the statutes. They must also follow the
mode or form prescribed in the statutes when particular requirements are speci-
fied.

As was previously mentioned, school board ‘members are forbidden from
having a personal interest in any contract which they negotiate as school board
members. [118.12, 946.13)

Legal Liability of School Boards

Torts

A tort is a legal wrong committed against a person or his Froperty indepen-
dent of a contract. Torts may result from negligence, that is, failure to act as a
reasonable and prudent person would have acted under similar circumstances.
For many years Wisconsin courts followed the common-law rule that school
districts were not liable for damages resulting from the negligent acts of their
agents, officers or employees. In 1962, however, the Wisconsin Supreme Court
ruled that henceforth the common-law rule of immunity from tort liability would
not be followed; that Wisconsin municipalities, including school districts, would
be held liable for damages resulting from the negligent actions of officers, agents
or employees of the school district.’ Following the Supreme Court’s decision in
the Holviz case, theoretically, at least, there was no limit to the amount of
damages for which a school district could be held liable as a result of negligence
on the part of its officers, agents or employees. However, in 1963 the Legislature
provided that (1) an action founded on tort must be brought against a school

1 Holyix vs, City of Milwankee, 17 Wis, 2d 26, 115 N.W. 2d 618,
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district within 120 days of the action or damage causing the claim and (2)
recovery could not exceed $25,000 per person for any one accident. [895.43]
Thus, persons injured through the negligence of a school district or its officers,
agents or employees are no longer arbitrarily denied recovery for their injuries.
However, the maximum recovery which can be obtained by any one person
injured in a given accident is limited to $25,000.

It also should be noted that for many years school districts have been required
to furnish a place of employment which is safe for employees and frequenters and
i*  are subject to liability for injuries resulting from their failure to do so. [101.11]
. The provisions of the Worker’s Compensation Act also apply to school districts

and provide protection for school district employees who are injured during
the course of their employment. [Cha‘pter 102}3

Contract Liability of School Districts

Contracts which are beyond the authority of the board or which are prohibited
by the Constitution or statutes are void and cannot be enforced. One who enters
into a contract with a school board which is beyond the scope of its authority
. does so at his own risk, since all are presumed to know the law. Even if the
;- school district retains the benefits of the performance of the contract, the courts
" will allow no recovery on the contract itself.

If a contract is within the power of the board but is irregular in some Tespect,
it can usually be validated by ratification. This is accomplished by subsequent
action of the board to cance) the irregularities and accept the revised contract.
If the irregular contract is not ratified by the board, the couwrts will sometimes
allow recovery of a reasonable value for goods or services received by the district.
The question of recovery under illegal contracts is one that must be decided
by the courts.

School boards may enter into contracts which bind succeeding boards if the
contract does not extend for more than a reasonable time beyond the board's
terrn. This is essential to the orderly traisaction of the business of the district.
For example, school boards may enter into three-year contracts for the trans-
portation of pupils.[121.55] School district administrators, business managers,
principals and assistants to such persons may be contracted for periods not to
exceed three years. {118.24] Exceedingly long-term contracts may be regarded
as evidence of fraud or collusion and thus may be ruled invalid. -

School boards can avoid expensive litigation and unfavorable public opinion
by remaining within the scope of their authority and following the law closely in
their contractual relationships.

Points fo Remember
Y School boards have two big jobs: policy-making and evaluation.
Y Written policies are a “must” for every school board.
w Decisions should be made by the entire board, not by committees.
% The school board's authority and responsibility are defined by the law.

For further reading, see Appendix.
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CHAPTER IV
THE SCHOOL BOARD MEETING

The importance of the school board meeting is apparent from the fact that
. the business of the school district can legally be transacted only when school
"board members are meeting together in legal session. All school board members
should be famifiar with the legal requirements regarding school board meetings

. and with the practices which contribute to the effective and orderly transaction
of school district business.

Types of Meetings

In discussing school meetings it is necessary to distinguish between school
district meetings and school board meetings. School district meetings are held
in common and union high school districts. All qualified electors of the district
- are eligible to attend these meetings and vote on matters relating to the affairs
;. of the district. School board meetings are meetings of the duly elected governing
body of the district, i.e., the school board. While anyone may attend school
boal;‘:nmeeungs, only members of the school board may vote on the business

at d. .

" Scheool District Meetings — Legal Requirements

* Annual meetings in common school districts are held the fourth Monday in
“July at 8:00 p.m. unless a different hour has been fixed by the previous annual
.meeting. The meeting must be held in a school house in the district if one of
- sufficient size to accommodate the electorate is available. If not, the meeting
~must be held at the nearest reasonable place. The clerk of the district is required
~to publish 2 legal notice of the time and place of the meeting in a newspaper

published in the municipality, or if no newspaper is published in the municipality,
m one that is likely to give notice to the area affected. [120.08 (1) (c)] The
notice must be inserted at least two times, with the last msertion no more than
eight days or less than one day prior to the annual meeting. [985.02, 985.07]
- Annual district meetings may be adjourned, but if the adjournment is for more
than one month the same requirements for giving notice apply. [120.08 (1) (c)]

Special school district meetings may be called by the clerk, or in the clerk’s
absence, by the school district president or treasurer. A special district meeting
- must he called on presentation of a written request signed by at least 3 percent

of the number of heads of families residing in the school district or 100 electors,
- whichever is less. If the request for the meeting includes a subject beyond the
power of the special meeting to transact, the clerk must reject that subject and
must so notify each elector who signed the request. A special school district
meeting also may be called upon the motion of the school board. The require-
ments for giving notice of a special district meeting are the same as those for
‘the annual school district meeting. Not more than two special district meetings
‘to consider the same subject may be held in any one year, except in counties
having a population of 500,000 or more where four such meetings may be held.
- No tax may be voted at a specml meeting unless notice of such a tax is included int
the notice of the meeting. The electors present at a special rneetmg may vote a
tax in an amount less than that set forth in .the notice of the meeting but not in
‘a greater amount. [120.08 (2)]

_ The powers of annual and special school district meetings are set forth in
'section 120.10 of the Wisconsin Statutes.
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In union high school districts, the annual district meeting is held on the 3rd
Monday in July. The annual meetings of union high school distrigts are adver-
tised, called and conducted in the same manner as are common school district
meetings. The powers of the union high school district meeting are the same as
those granted the annual meeting of a common school district. [120.08, 120.10]

School Board Meetings — Legal Requirements

The school board in a common or union high school district must hold a
regular meeting at least once cach month at a time and place determined by the
board. A majority of the elected membership of the board constitutes 2 quorum.
The school district president presides at school board meetings. If the president is
absent, the board may select another member to preside at that metting. The
schoo! district clerk is responsible for recording the minutes of the meeting but
if the clerk is absent, the board may select another member to act as clerk for
that meeting. [120.11(1)]

A special school board meeting must be held when requested in writing by "~
any member of a common or union high school district board. The request for =
- a special school board meeting must be filed with the district clerk ‘'or in the
o clerk’s absence, with the school district president. Each member of the school
J.‘ board must be notified in writing of the time and place of a special school board
meeting at least 24 hours before such a meeting. A written notice must either
be delivered personally to each school board member or left at his usual place
of abode. ([120.11 (2}] :

In a city school district the school board must hold regular monthly meetings
at such times as its rules prescribe and must inform the public of such meetings.
A city school board also may hold special meetings under rules which it has
adopted. [120.48 (1}]

The school board of a unified school district must meet in regular session

at least once each month. Special meetings may be held at the call of the presi-

" dent or upon a request signed by a majority of the board and filed with the dis-
trict clerk. [120.74]

The Open Meeting Law

It should be emphasized strongly that all school board meetings are subject
to the requirements of subchapter 1V of Chapter 19 of the Wisconsin Statutes
which establishes as public policy that all meetings of governmental bodies shall
be open to the public. The law states that “all meetings of all state and local
governmental bodies shall be publicly held in places reasonably accessible to
members of the public and shall be opén to all citizens at all times unless other-
wise expressly provided by law.” [19.81 (2)]

A public notice must be given of each school board mecting. It is the
responsibility of the school board president (or his designee) to communicate
notice of school board meetings to the public, to those media who have filed
a written request to receive such notice, and to the official newspaper designated
under the provisions of sections 985.04, 985.05 and 985.06 of the Wisconsin
Statutes. The notice must give the time, date, place and subject matter of the
meeting in a form which will adequately apprise members of the public and
the news media. The notice should be given at least 24 hours in advance of
the meeting unless it is impossible or impractical to give 24 hour notice. In no
case, however, may Iéss than a two hour notice of the meeting be given. Separate
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public notice must be givcn for cach meeting at a time reasonably close to the
date and tinte the meeting is scheduled. A subunit of the board (for example,
a formally constituted commitiee) may conduct a meeting without giving public
notice during a lawful meeting of the board, or during a recess or immediately
following a meeting of the board, but the president of the board must publicly
announce the time, place and sub]ect matter of the subunit’s meeting in advance
of the board meeting‘ ([19.84)

The statute specifies the purposes for which a closed session may be con-
vened and requires that such a session be convened by a motion made and
carried by a majority vote in which the vote of each member is recorded. A
motion to convene in closed session may not be adopted unless the president
announces to those present at the open meeting the nature of the business to
be considered at the closed session and the exemption under which the closed
session is authorized. No business except that announced by the president may

- be taken up at any closed session. A closed session may be held for the following

purposes:

1. Deliberating after a quasi-judicial trial or hearing,

2. Constdering dismissal, demotion, licensing, or discipline of a school em-
ployee if the employee is given notice of any evidentiary hearing which
may be held prior to final action being taken and of any meeting at
which final action may be taken. (The employee may,- however, request
that an open sesston be held, in which case a closed session is mot
authorized.)

3. Considering employment, promotion, compensation or performance
evaluation of an employee.

4. Considering probation, parole, crime detection and crime prevention.

5. Deliberating or negotiating the purchase of public properties, the invest-
ing of public funds, or conducting other public busin¢ss which for com-
petitive or bargaining reasons require closed sessions.

6. Considering financial, medical, social or personal histories or disciplinary
data which might unduly damage reputations.

7. Conferring with legal counsel concerning strategy to be adopted with
respect to actual or possible litigation.

Secret ballots 'i‘hay be used only for the election of school board officers.

- The motions and roll call votes of the school board members on all other items
- of business must be recorded, preserved and open to public inspection. [19.21,

19.88]

A penalty of from $25 to $300 per violation may be assessed against each
school board member who knowingly violates the open meeting law. A school
board member will not be liable for attending a meeting held in- violation of
the open meeting law if that member makes or votes in favor of a motion to
prevent the violation or, if before the violation occurs, the votes of the member
on all relevant motions were inconsistent with all the circumstances which caused
the violation. [19.96]

Even if they were not required by statutes, open meetings of the board should

- be the rule. The open meeting is one of the most effective public relations devices

available to the board. 1t shows that the school board and the administrators
have nothing to hide, it keeps people informed, and it builds confidence in the

- management of the schools.’
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Preparing For the School Board Meeting

Preparation for the business at hand must be made before the meetings.-
Thorough preparation is the firsy step toward conducting successful school board
meetings. If a school board is to transact the business of the district in an efficient
manner, its meetings must be well planned and must be conducted with dispatch.
Every member of the board should have an opportunity to participate actively
in the nieeting but no member should be permitted to monopolize discussion.

Agenda Needed

; An cutline of the matters scheduled to come before the board and the order
' in which they are to be considered should be prepared in advance. This Plan
for the meeting can be a great time saver. A copy of the agenda should be
sent to all members of the board several days in advance of the meeting. To help
keep local citizens aware of district affairs, copies of the agenda should be sent
to local news media for publication and a copy can be posted in the district
office or board meeling room. :

The agenda serves a double purpose; it reminds board members of the com-
ing meeting and it enables them to give some preliminary thought and study to
items scheduled for discussion. Some boards hae found it helpful to differentiate
between action items and information items when the agenda is prepared. Action
items are scheduled early in the meeting to insure that they receive adequate
consideration. Items of an informational nature are presented after action items
have been dealt with.

The agenda should be prepared by the superintendent in consultation with
the president of the board. The superintendent is in the best position to know
the matters requiring board attention and their relative urgency. Individual board
members, staff members and citizens should inform the superintendent of items
which they wish to have placed on the agenda. Brief explanations of items
appearing in the agenda and pertinent facts and figures which will be helpful
to board members in considering the items should be included.

The agenda should be considered and approved early in the board meeting.
Only extremely urgent cases should be added to the agenda at this time. Adding
business to the agenda on short notice seriously curtails the opportunity to gather
pertinent facts and give individual study to each item. The organization of the
agenda may be changed and routine iterns held over to a future session when-.
ever necessary. By preparing and using the agenda, important matters can be
handled in a business-like manner and hasty decisions avoided.

The Meeting Place

School board meetings should be held at a school or in the district’s admin-
istration building at a regularly scheduled time. Ready access to school district
records should be available. If the school board does not have its own meeting
room, a room in the building in which the superintendent’s office is located is
preferable.

The meeting room should be large enough to accommodate all who wish to
attend. Members of the press and visitors should be able to hear and see what
gocs on without interfering with the board’s work. Table arrangements which
permit each board member to see all other members make communication easier.
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Conducting the Schoo!l Board Meeting

Most school boards hold regular monthly meetings and special meetings when
the need ariscs. It is seldom necessary to hold more than two meetings per month
unless urgent or unusual problems arise. If more than two meetings per month
are regularly held, either the board nicetings are poorly planned and conducted
or the school board is trying to administer the schools instead of restricting itself
to policy-making and evaluation.

Quorum

A majority of the elected membership of the board constitutes a quorum at
a regular or special meering. {120.11 (1)] If a quorum is not present, the board
cannot fegally transact busincss and any action it may take does not legally bind
the district. A beard may not set its own quorum by rules or by-laws.

When a quorum is present, a majority of those actually voting is legally
binding. One who refuses.to. vote or casts a blank ballot is assumed to accept
the decision of those who do vote.

Should Board Action Be Unanimoys?

As a general rule, a proposcd action should not be brought to a vote unless
the board has had an opportunity to discuss the matter thoroughly, Although
most school board actions are not brought to a vote until members of the board
& are in substantial agrcement, unanimous agreement on all issues is unlikely and

_‘undesirable. Of course, when a school board member consistently finds that his
' opinion is not shared by any other member of the board he may wish to reex-
i.-amine his stand very carefully. If, after a careful reexamination of the facts, he
> believes his point of view is justified, he should stand by it. Any attempt to
- exert undue pressure for unanimous agreement should be avoided. The most
¢ valuable assets any school board member brings to the meeting are his integrity
-~and good judgment and these should never be infringed.

-~ Unanimity of decision can be greatly increased by allowing sufficient time
¢ for deliberation on important policy decisions. Many people like to sleep on deci-
‘- sions before thcy take action. Public confidence in the board, as well as mutual
7 confidence among its members, will be increased by avoiding the temptation
~" to ram through decisions. *

¢ Keep the Meeting Short

Too often school board meetings have a tendency to drag along for several
. hours. Few mectings need to last longer than two or three hours. Ttems appearing
;. near the end of lengthy meetings often fail to receive the attention they deserve
;. in the haste to adjourn. They might better not be considered at all.

: The first step in limiting meetings to a reasonable length is io adopt and
- follow the agcnda. The second step is to begin and end meetings on time. Much
¢ of the responsibility for keeping the meetings on schedule rests with the presid-
- ing officer but hc must have thc cooperation of all members. While an informal

atmosphere helps, attention should always be directed to the business at hand.
- Stock exchange fluctuations or the corn crop may be worthy subjects for con-
versation but there is seldom a place for them in the well-run school board

Many routine mattcrs can be handicd with ease if the superintendent has kept
board members informed through a regular flow of information. Time-consum-
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ing explanations can be avoided if the superintendent and his staff have prepared
and sent advance information and recommendations to each member of the
board between meetings. Board members can help by reading and reviewing these
reports beforehand. There are too many important problems facing boards of
education to waste valuable meeting time on routine matters. {

Strict adherence to parliamentary procedure is not essential but order must
be maintained. An informal meeting will do more to develop team spirit among
the members than will rigid adherence to parliamentary procedure. However,
parliamentary procedure should be followed to the extent of a formal motion,
second, discussion and vote on each item of business.

The Place of the Administraior

As executive officer of the board of education, the administrator should
attend all meetings of the board. He should take part in the board’s discussion,
clarify issues which arise, and present suggestions and recommendations on any
matters coming before the board. The administrator should be expected to see
that all business to come before the board is organized and presented at the
appropriate time with the proper evidence and documents placed in the hands
of each member. His performance can contribute a great deal to the efficiency
of school board meetings.

In larger systems_the administrator may. wish.to have-members of his staff
in attendance at board meetings. He may ask them to present information on
occasion. In fact, many boards have found the practice of regularly devoting a
portion of their meeting to a discussion of some phase of the instructional pro-
gram with members of the professional staff to be extremely rewarding. This
practice enables members of the board to become better acquainted with the
nceds and accomplishments of various facets of the educational program through
direct discussion with teachers and administrators.

Keeping the Minutes — )

Every board must keep complete and accurate minutes of all meetings. The
boards minutes are the only legal record of what transpires at each meéting.
Within the jurisdiction of the board, minutes have the force of law and should
be treated as if they will some day, appear in court. (And it is quite possible
that some day they may.)

In common and union high school districts, the clerk is responsible for re-
cording the proceedings of both school district and school board meetings.
[120.17 (2), (3)] The board of education of a city school district or a unified
school district may elect its own secretary, who need not be a member of the
board, [120.48 (2), 120.74 (1)] In any case, it is wise for the board to employ
trained secretarial help to keep the minutes so that all members can give their
full attention to the business at hand. The clerk or secretary should carefully
read the minutes prepared by the stenographer and sign the official copy which
is included in the school district records.

Each board action should be recorded in simple language. Motions should
be recorded exactly as made and seconded, accompanied by the names of the
persons who make and second each motion. 1t is important that motions be
carcfully worded to avoid misinterpretation before they are acted upon by the_.
board. Discussions can be summarized briefly but a rccord of the names of
board members voting for or against each motion should appear in the minutes.
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& Lengthy resolutions, documents and contracts may be summarized and made
* available as an a2ppendix to the minutes.

The minutes should be duplicated and sent to all board members with the
agenda for the next meeting. This practice permits each board member to have a
copy of the minutes for his personal files. |t also makes it unnecessary to devote

- board meeting time to an actual reading of the minutes. They may be approved,

or corrected and approved, as circulated.

Official copies of the minutes and all attached references should be stored
in a fireproof safe or vault with the other records of the district. Since school
board records are public records, copies of the minutes should be made avail-
able to the public. In common and union high school districts the official pro-
ceedings of all school board meetings must either be published in a newspaper

“published in the district or publicized by districtwide distribution directed by
- the school board within 45 days after the meeting. If no newspaper is published
. in the school district, the proceedings may be posted or published as the school
i “board directs. The proceedings must include the substance of every official action

of the board and 2 statement of all receipts and expenditures in excess of $100
except that salarics may be listed in the aggregate. [120.11 (4)] The proceed-
ings of city and unified school district board meetings also must be published

© within 45 days after the meeting in a newspaper published in the city. If no
: newspaper is publishcd in the city, the proceedings may be publicized as the
> school board directs. {120.48 (4), 120.74 (4)] (These requirements do mot
. apply in cities of the first class.)

Delegations and Petitions

Delegations of persons should be formally received and heard. Requests
should be considered carefully and a formal reply giving reasons for the board’s

action should be made. The meeting agenda should contain specific provision -
- for hearing delegations.

The nght of petition is onc of the cornerstones of democratic government.
Petitions should be formally received and read by the secretary and the peti-
tioners informed of the board’s action and reasons.

1t is seldom advisable to act on the requests of delegations or petitioners at

. the meeting in which they are heard. This is particularly true when basic policy
. or controversial issues are involved. The board should obtain eomplete informa-

tion on both sides of the question before taking action. While minority opinions
should be heard, they should not be permitted to stampede the board to one

- point of view.

While the public has the right to attend board meetings, no individuals or
groups have thc right to enter into the deliberations of the board. They may
take part in the discussion only when the board invites.them to do so. Each

- speaker should receive recognition from the presiding officer, give his name and

address, the organization he represents, and state his opinions briefly and con-
cisely. 1t is wise to limit the time any individual may consume in debate. Visitors

~who create disturbances should be removed from the meeting room.

School board meetings are intended to conduct the affairs of the district, not

entertain the public. Each board member should conduct himself as if there were
- no visitors present and address his remarks to his feliow board members.
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Working With the Media

Most citizens will not attend school board meetings. They must depend on
the press, radio or television for their knowledge of school board activities.

Good public relations require a good working relationship with the repre-
sentatives of these media. They are concerned with the best interests of the
community. Advance copies of reports, recommendations or summaries of -
matters to be considered will be appreciated and treated ethically in most cases.
A school board which takes the representatives of the press and other media
into its confidence will be repaid in accurate reporting and an informed com-
munity. School board members should not assume that the mere publishing of
the board’s official proceedings will kecp the public well informed, since many
citizens will not bother to read them. Timesly lead articles and special interest
stories will be appreciated by local newsmen and can be instrumental in .
developing public support for the school system. '

Points to Remember
W School board meetings should be planned thoroughly.
“ The agenda is a real time-saver. '
Y School boards should hold regular meetings.
% School board meetings are public meetings.
Y School board records are public records.
Y School district business is public business.

For further reading, scec Appendix.
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CHAPTER V
SCHOOL BOARD-ADMINISTRATOR RELATIONSHIPS
No area of school board responsibility is more important than that of es-
tablishing and maintaining a smooth working relationship with the school ad-
ministrator. Unless harmony based on mutual trust, respect and understanding

- exists between the school board and the district administrator, it will be im-
possible to build a strong, well-balanced educational program.

The tapid turnover in school board membership which has oecurred in recent

¢ . years has greatly complicated the job of the school administrator. Too many new

i board members underestimate the difficulty of the s¢hool board member’s job —
‘. the volume of information that must be mastered, the amount of time the job
- demands, and the confliciing expectations of their constituents. Caught up in
the pressures of the job before they can “learn the ropes,” new board members
may make promises or incur obligations they cannot fulfill.

5 Inexperienced board members are apt to involve themselves in day-to-day
- administrative problems which they are Hl-prepared to deal with satisfactonly.

i~ Problems caused by behavior of this type result in tensions between old and.

- pew board members and leaves the school administrator caught in the middle.
Rapid turnover of board members also.is likely to change the compasition of

- the board and the new members may decide they want (heir “own man” as ad-

ministrator. Thus, the administrator must do his best to help new board members
. - learn their jobs and satisfy their demands while, at the same time, providing
leadership to the professional staft of the district.

Policies should be adopted which provide the conditions necessary for good
school board — administrator relationships. Among these conditions are (1} a
~ sincere desire to work together harmoniously in reaching the objectives of the
district; (2) willingness to share credit and accept blame; (3) placing the welfare
" of the school system above personal prestige or gain; (4) accepting honest differ-
ences of opinion and not permitting them to result in feuds; and (5) a clear-cut
definition of the duties and responsibilities of each.

The Administrator's Job

The school administrator, as executive officer of the school board, bears
major responsibility for translating the board’s policies into an operating educa-

tional program. In fact, the effectiveness of the board's policies will be determined .

largely by the skill with which the administrator and his staff convert policies
into action. It is imperative that school board members recognize that the board
is respomsible for establishing policy; the administrator is responsible for its
execution.

As professional adviser to the school board, the administrator should be
expected to contribute his thinking to the board's discussions and deliberations.
r. School administration is very specialized today and requires a wide scope of
. competence as well 2s intensive study and training. Failure to take full advantage
;)ff tb¢:l administrator’s abilities represents an extravagance school districts cannot

ford.

The school administrator is also the head of the district’s staff of professional
i educators and is responsible for providing leadership in this capacity. This places
¢ him in the difficult dual role of representing the professional judgments of the
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staff as well as serving as executive officer and professional adviser to the board.
It means that he must consider the views and needs of staff members, thc public
as represenied by the school board, and the children of the district,

The administrator, with the help of his professional staff, is responsible for the
actueal operation of the schools. Instructional policies must be put into action,
various activities must be coordinated, and personnel and materials must be ready
in the right place at the right ttme. While many activities have come to be
associated with school administration, the most important are those which
contribute directly to maintaining and improving the quality of the district’s
edecational program. Schools exist to edocate children and administrative
activities should be evaluated with this primary purpose in mind. =

The powers, duties and responsibilities of school district superintendents are
set forth in Section 118.24 of the Wisconsin Statutes. Subject to the direction of
the schoot board which employs him, the school district superintendent has re-
sponsibility for general supervision and management of the professional work of
the schools and the promotion of pupils. The superintendent cannot be a member
of the school board and cannot engage in any activity which interferes with the
proper discharge of his duties as superintendent. He is required to make written
recommendations to the school board on teachers, courses of study, discipline and
such other matters as he thinks advisable, and must perform such other duties as
the school board directs. A district superintendent may act as principal of any
school under his supervision and must attend an annual convention called by the

- state superintendent,

The district administrator may be employed on a three-year contract, which
must be in writing and be filed with the distnct clerk. The administrator may be
employed (or released) only by a majority vote of the full membership of the
board. [118.24(6)] If the board is contemplating non-renewal of the administra-
tor's contract, he must be given a preliminary notice in writing by registered mail
at least five months prior to the expiration of his current contract. The ad-
ministrator then has seven days in which to file a written request for a public or
private hearing before the board prior to being given formal written notice of the
board’s refusal to renew his contract. At least four months prior to the expiration
of the administrator's contract, he must be given written notice of either renewal
of the contract for a period of up to three years or refusal to renew the contract.
If no notice is given, the contract then in force continues in effect for an additional
year. [118.24 (6) (7)]

Differences of Opinion

Factions sometimes develop within a board and struggles for control take
Place. This conflict may spread into the community and undermine its faith in the
competence and integrity of the board. The resulting turmoil is often disruptive
and even harmful to the education of the children of the community.

Good school boards have found that team work is vital to efficient and ef-
fective operation. Obviously, school board metabers of integrity will not agree on
every issue. Board members must be free to express honest differences of opinion
and must base board action on a free discussion of each view point. Once a deci-
sion is reached, however, it should be accepted graciously by all members. If the
board is to work as a team, compromise occasionally is necessary and respect for
the honesty and integrity of fellow board members is essential.
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Choosing an Administrator

The sclection and appointment of an administrator is one of the most im-
portant functions of a schodl board. Few, if any, other decisions carry with
them such far-reaching consequences. It is extremely important that school board
members approach this task with a definite plan of action.

legal Qualifications S

- Persons accepting adininistrative positions in Wisconsin are required to -
possess the proper administrative certificate. Requirements for these certificates
have been set by the State Department of Public Instruction. They are designed to -
insure that persons possess suitable preparation and cxperience before being ;
appointed to administrative positions in Wisconsin. (Rules of the Depariment )
of Public Instruciion: PI 3.1C)

Personal Qualifications

Although it generally is conceded that it is desirable that a school administra-
tor possess certain personal qualities, no one has yet succeeded in identifying all
of the personal traits a school administrator must possess if he is to be successful.
Certainly, he must be a person of honesty and integrity; he must have the courage _‘
to carry out his duties in the face of adversity; he must be emotionally stable and
able to accept criticism; and he should be able to inspire confidence on the part :
of teachers, pupils and parents. Perhaps most important, he must be able to ‘
establish and maintain good interpersonal relationships with school board mem-
bers, teachers and members of the school community at large.

Professional Qualifications

The administrator’s professional training ‘and experience must equip him
with technical “know-how” in many areas of responsibility. He must be familiar
with the latest developments in teaching and learning. He must possess managerial
competence of the same quality as that expected of top executives in business

and industry. This includes competence in budgeting and accounting, personnel

management, planning and maintaining the physical plant and financing edu-

cational operations. The administrative head of a school system must be ;

_ skilled in the art of communication and must be able to work effectively with ;

I_ people. People look to him for leadership, for answers to questions and for !
- interpretation of school activities.

Under the leadership of the American Association of School Administrators
- (AASA), the National Conference of Professors of Educational Administration
(NCPEA), and the University Counsel for Educational Administration (UCEA),
the school superintendency has been the subject of intensive research. From this
. research new concepts of professional preparation for school administrators have
. developed which involve both formal academic study and supervised on-the-job
experience. The importance of intensive formal study in pre&aration for a posi-
. tion as a school administrator has been widely recognized. Most school boards
now look for candidates who hold a specialist certificate or a doctoral degree in
educational administration when they seek an administrator for- their district.
They also recognize their obligation to assist in the preparation of school ad-
ministrators by providing internship and study opportunities for persons who
are preparing for administrative posts.

It should be emphasized that each local school board must determine the
specific qualities it seeks in 2 school administrator. The “ideal” administrator is
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yet to be found. The local board must decide which blend of personal gualities
and special professional competence is needed in its situation. Finally, it must use
its own best judgment to decide which candidate has the personality, background
and ability most suited to the needs of .the local situation.

Procedure in Selecting the Administrator . .

The overriding objective in selecting a new administrator is to find the best
available.person for the job. The first step is to agree on the procedure to be used.
A special committee of the board may be appointed to do prefiminary screening
of applicants and recommend a small group of top-ranking candidates to the
entire board for final decision. In some cases the entire board may wish to do
both the screening and selection. In any event, agreement on procedure and ad-
herence to it are important.

To guide school boards in selecting a school administrator, the American
Assaociation of School Administrators and the National School Boards Associa-
tion recommend a procedure summarized as foliows: -

1. Determine the personal and professional qualifications desired of candi-
dates. Consider such factors as age, marital status, educational qualifica-
tions, teaching and administrative experience, and any special abilities
needed. :

2. Determinc the procedure to be used in evaluating candidates. Have each
candidate rated by each board member independently and privately. Con-
sider the use of a rating sheet to assist board members in evaluating each
candidate.

3. Make a public announcement of the vacancy. Notify university placement
bureaus, public and private placement agencies, professional organizations
and individuals who might wish to suggest candidates.

4. Systematically review the qualifications of local staff members for the
position. Give full consideration to gualified local candidates but do not
limit the selection to local candidates. Obtain the best person for the job
whether he or she is in the system or employed elsewhere.

3. Develop a list of qualified persons. Secure the assistance of the State De-
partment of Education, the State Assocjation of School Administrators,
the Wisconsin Association of School Boards, placement agencies, and
individuals in colleges and universities who are qualified to recommend
candidates for the position.

6. Narrow the field by screening candidates to eliminate those who do not
possess niinimum qualifications for the position. Then narrow the field to
a select few who will be invited for personal interviews with the entire
board at the board’s expense.

7. Hold a personal interview with each of the candidates considered best
qualificd for the position. Schedule the interviews well in advance, pro-
vide adequate time for a thorough interview with each candidate, and
make sure the candidate has an opportunity to visit the school system
and community in order to become aware of some of its strengths and
weak nesses.

.8, Visit the home community of the three or four leading candidates. Inform

the candidate and the board which currently employs him of the planned -

visit, Bc sure to meet the prospective supenntendent's spouse and family.
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9. Hold a second interview with the one or two most promising candidates;
then make a choice and let it be known. Unanimous agreement among
members of the board, althcugh not essential, is a goal worth seeking.

10. Work with the press, television, and radio in announcing the new superin-

tendent’s appointment. Do not publicize thc names of unsuccessful
candidates.!

Many school boards find it helpful to eniploy one or more consultants to
assist them in the search for a new superintendent. Consultants can relieve the
members of the board of many hours of frustration by helping them determine
exactly what qualifications their new superintendent should possess, identifyin
candidates who meet the board’s criteria, and scrcening the original tist of
applicants down to a manageable number of the most promising candidates. The
i _ final choice is, of course, up to the board, but a competent consultant can be
very useful in helping the board find and hire the best-qualified candidate.

o Wisconsin school districts may employ a superintendent on a three-year con-

» “tract. [118.24 {1)] The practice of employing an administrator for a three-year

riod should be encouraged. This practice demonstrates the board’s confidence

In the administrator, gives him reasonable job security and provides ample time

- for him to demonstrate his ability. It takes time for any new administrator to

¢ become familiar with a school system and its problems. A school board which

- has made every effort to find and employ the best possible candidate as their

:  administrator should have no hesitation in backing their judgment with a three-
¢ ¥ear contract.

Division of Functions :

Rcgardless of how successful the school board is in choosing an able school
administrator, all its work will be for naught unless the administrator's responsi-
bilities are recognized, defined and acknowledged by the board. The general rule
is that the school board establishes policy and the administraior executes policy.
Adherence to this rule will produce teamwork. Examples of division of re-
sponsibility in five areas of school administration may help school board members
" in understanding the effect of this rule in practice.

Empleyment of Personnel

The board appoints and contracts with all personnel on the recommendation
of the school administrator. 1t adopts salary schedules and policies covering such
matters as sick leave, leaves of absence and in-service improvement programs.
The board approves qualifications for positions and assignment of personnel.

The school administrator nominates ali personnel for appointment by the
board. If the administrator’s nominee is disapproved, it should be for just cause
and he should be asked to submit another nomination. He determines the quali-
fications for positions and submits them to the board for approval. He assigns,
directs and supervises the work of all employees of the school district. He recom-
mends all personnel policies for action by the board and executes all policies
adopted by the board.

Instructional Program

The school board determines the general scope of the instructional program
in accordance with statc requirements and provides the necessary regulations to
1 American Associztion of School Administrators, in cooperation with the National School

B&ards Association. On Selecting « Superintendent of Schools. (Washington, D.C.: AASA,
1962).
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make the program effective. It discusses and evaluates reports about the in-
structional program presented by members of the staff. It acts on the recom-
mendations of the administrator in the adoption of textbooks, courses of study
and instructional materials.

The school administrator makes recommendations to the board regarding
scope of the instructional program, procedures for evaluating the effectiveness of
the program and instructional materials needed to make teaching effective. He
assigns 1nstructors their duties, schedules classes and activities, and exerts leader-
ship in the constant evalvation and revision of the instructional program.

Pupi! Personnel

The schoel board sets general policies affecting students and makes specific
regulations governing such matters as corporal punishment, truancy, vandalism
and discipline. It determines requirements for graduation, authorizes the establish-
ment of special classes and provides for special programs of particular benefit
to pupils, e.g., school lunch and medical examination programs.

The school administrator recommends regulations governing pupils to the - ;

board, directs the execution of such regulations and reports the effectiveness of
the regulations. He directs the classification, promotion and graduation of pupils.
He makes recommendations to the board concerning special programs needed
and assists the board in evaluating these programs.

Budget Preparotion and Execution

The board approves and adopts an annual budget for the district based on the
educational plan of the district and the recommendations of the administrator.
The board submits its budget to other local agencies or to the electorate for
approval. It then supervises the execution of the budget. The board reviews school
district accounts and business procedures and provides for an annual audit of the
accounts as required by law. [120.14]

The school administrator works with school personnel to prepare an annual
budget which he presents and explains to the board. He administers the budget
adopted by the district, directs the financial accounting system and makes regular
reports to the board concerning the financial condition of the school district.

School Plant ;

The school board plans new construction, purchases school sites and employs
architects. It authorizes the purchase of eguipment and determines policies on
building rcnovation and maintenance.

The school administrator recommends school plant needs to the board,
develops educational specifications for school buildings and works with the
architect in planning the buildings. He also makes recommendations to the board
concerning the renovation and maintenance of school property and places the
board’s policies in operation.

A morc detailed breakdown of the roles and responsibilities of the school
board and superintendent will be found in Appendix A,

An Administrative Teom Is Needed
As larger districts are formed, it becomes physically impossible for one
administrator to perform all essential jobs without assistancc. This is particularly
truc in rcgard to maragerial duties. Adequatc secrctarial and clcrical help will
permit the administrator to concentrate on the bigger problems facing the district.

=

44 CO

- w




An administrator ciariiot be expected to be equally expert in all of the many
aspects of. school administration. Even small districts can profitably use the
assistance of consultants when unusual problems arise. Disinterested consultants
. can bring to local problems fresh points of view as well as broad experience with
similar problcins. They can be helpful in evaluating particular phases of the
educational program. As the school system grows in complexity, attention should
be given to expanding the administrative team. Administrative assistants with
. special responsibility, ¢.8.. curriculum director and business manager, should

be employed. '

The statutes permit the employment of business managers, school principals
. and assistant principals, personnel administrators and supervisors, curriculum
administrators, and assistants to such admigistrative personnel on three-year
contracts. Procedures for contract renewal or non-renewal involving such person-
nel are the same as disc gssc_d earlier for the school district administrator. [118.24]

Obvicusly, the nature of the school district will have an important infiuence
on the need for administrative assistance. A stable, compact school district with
centralized buildings and limited transportation and school lunch programs can
profitably employ a business manager when pupil enrollment reaches the 2,000~
2.400 mark. On the other hand, a school district encompassing a large area in a
dynamic, growing community with dispersed school buildings, rapid growth in
enrollment. extensive school building programs and large school lunch and pupil
transportation programs should consider employing a business manager when
- pupil enrollment reaches 1300. The same factors (nature of the district and size)
~  should be considercd when determining the need for a specialist in curriculum
= and instruction.

The employment of a business manager, when it is justified by the size of
the school system, frees the administrator from many routine tasks and permits
him to devote more time to instructional activities. The business manager’s posi-
tion should be subordinate to that of the district administrator. School systems
. should have only onc head, the superintendent, who works directly with the
board in all aspects of school management. Administrative assistants should
work under the direction of the superintendent and report to the school board
through the superintendent. This plan provides for centralized control, helps
prevent friction and permits better coordination of effort.

Backing the Administrator
A good school administrator is a great asset to the schools and the community.
School boards should make every effort to hold a capable administrator by giving
him their support. A school system which is functioning smoothly cannot replace
an administrator without suffering at teast a temporary loss. Some of the know-
how necded by an administrator can only be gained through experience in the
scliool system. This experience is lost when a capable administrator leaves.

Public criticism is a hazard faced by all school boards and administrators.
Boards should be cautious in evaluating criticism of a school administrator they
have come to respect. Some criticismn may come from people who are prejudiced
‘or have selfish motives. Other criticism may come from staff members who resent
* having to change old habits even if the new ways are better. Some criticism will
" undoubtedly be justified. Certainly the school administrator should not be

criticized for errors of judgment on the part of the board.
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The American Association of School Administrators has identified certain
“rig_htst" of school administratoss that most school board members will recognize
as just:

1. The administrator has the right to the support of his board members as
long as he is the administrator.

The administrator has the right 1o be provided with the necessary tools
and clerical assistance to carry on the work of his office effectively.

The administrator has the right to be protected from too long work days
and too close attention to his job.

The administrator has the right to protection from the fear of an un-
reasonable termination of his contract.

The administrator has the right to be protected from people who would
use him or his office for their personal gain or prestige. .
The administrator has the right to be allowed to steer clear of factions.
The administrator has a right to be protected against excessive or unfair
criticism.

The administrator has the right to the appreciation of the board when
his work is gratifying.®

0 Mo U A W

Evaluating the Administrator

The school administrator is entitled to know whether or not his work is satis-
factory to the board. Board members oftcn wish to know how the administrator
feels about the board and about their contributions as individuals. School board
members and the administrator need to develop ways to find out where they
stand with each other. Special meetings for this purpose have been used but each
school board-administrator team should develop its own plan of evaluation.

Any evaluation depends upon objectives and facts. Unless the board and ad-
ministrator have a clear idea of goals to be achicved and concrete facts to measure
pro%‘ess toward the goals, a fajr and impartial evaluation is impossible. Judgment
of the administrator based on personal differences, malicious criticistn or un-
founded rumors can only lead to disruption of the educational program of the
school district. Judgments concerning an administrator’s ability should be based
on factual information concerning how well he does his job. If his performance
fails to measure up to the expectations of the board, his shortcomings should be
pointed out in frank and honest discussion. This should not be left to chance
retarks, but should be stated in a manner that clearly indicates the source of
the dissatisfaction. Constructive criticism will be welcomed by any competent
school administrator.

Releasing the Administrator

There may come a time when it is necessary to release an administrator. If
an administrator has been advised of his shortcomings, has been given an oppor-
tunity to correct them, and still pessists in them, dismissal is the only alternative.
It should never come as a surprise to him.

Less disruption in the community and the school system will occur if the ad-
ministrator is given the opportunity to resign before he is dismissed or denied a
renewa) of his contract. ¥f the administrator refuses to accept this aiternative, dis-

* Amerjcan Association of School Administrators, School Board—Superintendent Relation-
ships (Washington, D.C.: AASA, 1956), pp. 63-65.
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‘ missal or nonrenewal of contract is necessary. Fair and considerate treatment
' should always be the rule.

Points to Remember

v The administrator has a difficult dual role — executive officer of the board
and leader of the staff.

v Selection of a competent administrator is one of the board’s most
important jobs,

% School boards establish policy; the administrator executes policy.

v The administrator is responsible for all aspects of school management.

v The administrator and board must work together as a team.

For further reading, see Appendix. n
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CHAPTER VI
THE SCHOOL BOARD AND SCHOOL PERSONNEL

“." . The quality of a school system is influenced by many factors. Of these factors,
the most important is the quality of the school staff. The school board must adopt
policies which will enable the district to attract and retain competent personnel.
These policies must recognize that while knowledge and skill are essential, con-
ditions which contribute to high employee morale are just as important.

Bargaining With Employees

_ Legislation has been enacted in Wisconsin which grants to municipal em~
ployees, including teachers and other persons employed by a school district,
“the right of self-organization, and the right to form, join or assist labor organi-
zations, to bargain collectively through representatives of their own choosing,
and to engage in lawful, concerted activities for the purpose of collective bar-
gaining or other mutual aid or protection, and such employees shall have the
right to refrain from any and all such activities except that employees may be
.'reqluired to pay dues in the manner provided in a fairshare agreement.”
(110170 (2)]

©* Although a law concerning negotiations in public employment in Wisconsin
was first enacted in 1939, it was not until 1962, when responsibility for admin-
istration of the law was lodged with the Wisconsin Employment Relations Board
(WERB) that the law actually became effective. In ?9 7, the Wisconsin Em-
ployment Relations Board was renamed the Wisconsin Employment Relations
Commission (WERC). The Commission, which was established in 1939 to
‘administer the Wisconsin Employment Peace Act relating to collective bargain-
ing in private employment, consists of three commissioners who are appointed
‘by the Governor for overlapping six-year terms. Section 111.70 empowers the
‘Wisconsin Employment Relations Comimission to enforce the prohibited prac-
‘tices section of the state labor law; to function as a mediator in labor disputes
-upon request of the parties; to decide whether or not a given organization rep-
‘resents a majority of the empioyees if the question arises and, upon petition of
either an employee organization or a school district, to conduct an election to
'determine whether or not the employees desire to be represented by a given labor
organization {or not be represented by any labor organization); and to appoint
"a fact finder upon petition by either party in the event of a deadlock. -

;. Prohibited Practices

& Certain practices are prohibited by 111.70. Neither a school board nor an
¢ employee organization may restrain or coerce any employee in the exercise of
};the rights granted by the statute — for example, the employee’s right either to
join a Jabor organization of his own choosing or to refuse to Join any labor
‘organization. A school board legally may neither encourage nor discourage
‘membership in any teacher organization or any other organization of school
.district employees. :

. A school board may not initiate, create, dominate or interfere with the
formation or administration of any labor or employee organization, nor may the
-board contribute to the financial support of such an organization.

. Supervisors are prohibited from holding membership in a bargaining.unit to
- which their subordinates belong. Members of the school board and administra-
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tive personne! of the school district are expected to play no part in determining
the policies of an organization which represents teachers or other school district
_employees at the bargaining table.

It is also a prohibited practice for a school board to encourage or discourage
membership in a labor organization by discrimination with regard to hiring, ten-
ure or other terms or conditions of employment. For example, a school board
which refused to hire, denied tenure, or attempted to dismiss a teacher because
sl)lshis activity as a member of a-teacher organization would be guilty of violating

e law.

A school board may not refuse to bargain collectively with a representative(s)
of a majority of its employees in an appropriate collective bargaining unit.
Conversely, an employee organization may not refuse fo bargain with the school
board or its representative. Collective bargatning is defined as “the performance
of the mutual obligation of a municipal employer, through its officers and agents,
and the representatives of its employees, to meet and confer at reasonable times,
in good faith, with respect to wages, hours and conditions of employment with
the intention of reaching an agreement, or to resolve questions arising under such
an agreement . . . Collective bargaining includes the reduction of any agreement
reached to a written and signed document.” [111.70 (1) {(d)}

It should be noted, however, that a school board is not required to bargain
on subjects reserved to management except as such subjects affect the wages,
hours and conditions of employment of teachers or other employees. Under the
provisions of the statute, a school board may not refuse to bargain collectively
with an individual or group designated by the teacher organization to serve as
; its bargaining agent or representatives. Should a dispute arise between the school
p board and the employee organization concerning the duty to bargain on a specific
subject, the WERC may be petitioned for a declaratory ruling on the question. -
The decision of the Commission must be issued within 15 days after a petition
for a declaratory ruling is submitted.

It is a prohibited practice for either a school board or the employee organi-
zation to violate any collective bargaining agreement previously agreed to by the
parties. Should a disagreement arise with regard to the meaning or application
of the terms of a collective bargaining agreement which is in effect, the parties
may agree to submit the issue to final and binding arbitration. The ruling of the
arbitrator must then be accepted by both parties.

One of the most significant cases dealing with prohibited practices under
111.70 was decided by the Wisconsin Supreme Court in 1967.* In 1964, the
Muskego-Norway School Board decided not to renew the contract of a teacher.
The teacher filed a complaint with the Wisconsin Employment Relations Com-

. mission alleging that the school board’s refusal to renew his teaching contract
was primarily the result of his activity on behalf of the teacher organization as
a member of its negotiating cornmittee. The school board claimed that, under
existing Wisconsin statutes, it could refuse to renew the teacher’s contract for
any reason, or for no reason, but that its refusal to renew the contract of the
teacher in question was a result of his inadequacy as a teacher rather than a
‘result of his bargaining activities. The WERC decided that the school board’s
refusal to renew the teacher's contract was primarily motivated by his activities

- t Muskego.Norway Consolidated Schools v. Wisconsin Employment Relations Board, 35
l Wis. 2d 540, 151 N.W. 2d 617 (1967). .

50 £3




in the bargaining process and ordered the school board to offer him a contract.
The Wiscansin Supreme Court upheld the WERC finding that the school board's
failure to renew the teacher’s contract was motivated primarily by his activities
in behalf of the teacher vrganization and therefore was a prohibited labor
practice within the meaning of 111.70. The Supreme Court’s decision in this
case established that the Wisconsin Teacher Contract Law (118.22) had been
modified by 111.70 to the extent that a school board may not refuse to renew
a teacher's contract because of the teacher’s activity in bargaining on behalf of
the teacher organization. It also was held in the same case that a teacher may
not bé eompelled to attend a convention or other meeting of a labor organization,
and that to compel such attendance is an unfair labor practice. However, if
school has been dismissed to enable teachers to attend such a meeting, a teacher
who refuses to attend may be requited to report for work and to engage in
professional duties.

Employee Barguining Units

A number of questions have arisen concerning eligibility for membership in
a local employee bargaining unit. Two major teacher organizations — the
American Federation of Teachers (AFT) and its local affiliates and the National
Education Association (NEA) and its local affiliates — have sought recognition
as exclusive bargaining agent for the teaching staff, not only in Wisconsin but
throughout the nation. A local teacher organization which is affiliated with the
Wisconsin Education Association is considered to be a labor organization for
the purpose of administering the statute. (WERC Decision No. 6544, November,
1963). All administrative and supervisory employees of the school district are
considered to be apents of the school board and may not be included in
the teachers’ bargaining unit. The definition of supervisors contained in 111.70
ineludes any individual who has authority to hire, transfer, suspend, lay off,
recall, promote, discharge, assign, reward or discipline other employees, or to
adjust their grievances or recommend such action.

In detcrmining whether or not a given employee is a member of the teaching
or the administrative staff of a school district, the WERC considers such faetors
as whether the employee in question has authority to recommend the hiring, pro-
motion, transfer, discipline or discharge of employees; the number of employees
he supervises; the employee’s level of pay; whether the employee js supervising
an activity or supervising personnel; and the amount of independent judgment
and discretion exercised by the employee. (WERC Decision No. 6960, Decem-
ber, 1964). An employee who teaches at least 50 percent of the time generally
will be permitted to vote in an clection to choose a bargaining agent for the
teachets.

The WERC has tuled that a school board may, through the collective
batgaining process, grant to the exclusive bargaining agent representing its em-
" ployees the right to check-off of dues upon receipt of voluntarily executed
authorizations by employecs; the right to use school facilities or premises for
the purpose of conducting organization activities; and the right of access to data
regarding the identity of employees included in the bargainin% unit and the
wages, hours and working conditions of such employees. (WERC Decision No.
6833A, March, 1966).

The school board and the bargaining agent for the teachers (or other per-
sonnel employed by the board) may enter into a “fair share agreement.” A fair
* share agreement is one in which all employees in the bargaining unit are required
Q
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to pay their proportionate share of the cost of collective bargaining process and
contract administration. A “fair share™ is defined as the amount of dues uni-
formly required of all members of the bargaining unit. Employees are reguired
to pay the amount whether or not they actually belong to the organization which
represeénts them at the bargaining table. The {fair share agreement is a negotiable
item; the law does not require the school board to enter into Such an agreement.
A fair share agreement may be terminated if its continuation is not supported
by a majority of the eligible employees in a referendum held pursuant to a
petition for termination of the agreement submitted by at least 30 percent of
the employees in the bargaining unit. [111.70 (2)]

Mediation :

The WERC also may mediate disputes between a school board and its em-
ployees upen the request of both pirties. In mediation, one or more members of
the. staff of WERC meet either jointly or scparately with representatives of the
school board and the employee organization and attempt to resolve issues which
arc in dispute. Mediation service is provided by the commission without charge.
The attorney general has ruled that meetings between a mediator and the two
parties need not be open to-the public and that the mediator’s function may be
kept confidential without violating the state anti-secrecy law. (Opinion of the
Attomey General, October 3, 1963). The object of mediation is to arrive at a
settlement Of disputed issues which is acceptable to each party. The mediator's
function is strictly advisory and consultative; he has no power to enforce his
recommendations.

Fact Finding

Either the school board, or the teachers’ organization, or the parties jointly,
may petition for fact finding if after a reasonable period of negotiation the parties
remain deadlockcd. When a petition for fact finding is submitted, the WERC
must determine whether or not the conditions precedent to fact finding exist.
If such conditions arc found to exist, the board must then appoint a qualified
disinterested person (or a three-member panel if such panel is jointly requested
by the parties) to sesve as a fact finder. The fact finder establishes the date and
place of hearings which he conducts to ascertain the facts in the case. Such
hearings generally are conducted in the school district. If necessary, the WERC
may issue subpoenas for hearings conducted by the fact finder and the fact
finder may administer an oath to those who testify. A court reporter often is
retaincd to make an accurate transcription of ail testimony offered at such hear-
ings. Upon completion of the hearings, the fact finder studies the testimony and
evidence submitted by each party, conducts such additional investigation as he
may deccm necessary, and makes a written statement of his findings of fact and
his recommendations for solution of the dispute. Not more than 30 days aftcr
receipt of the fact finder's recommendations each party must advise the other
party and the WERC, in writing, of its acceptance or rejection of the fact finder's
recormcndations. The fact finder’s recommendations are not binding on either
party. Rather. it is assumed that if his findings are well documented and his
recommmendations are reasonable, they wil] sway public opinion and thus will
be pcrsuasive upon the parties. The costs of fact finding are bom equally by
-the school board and the employee organization.

Other Provisions of the law

The statute provides that when an agreement has been reached between the .
school board and the employee organization, the agreement shall be reduced to
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writing. Teacher contracts may be issued if an agreement has not yet been
- reached, but such contracts must include a clause- indicating that the contract
= will be amended to conform to any subsequently negotiated agreement between
¢ the parties. An agreement may be negotiated for a term not exceeding three years.

The statute expressly forbids strikes by municipal employees. Anyone who
violates the no strike provision after an injunction against such a strike has been
issued shall be fined glO per day. 1t further provides that any employee who is
;. absent from work because of an alleged illness shall be presumed to be on strike
. unless the illness is verified by a statement from a physician. Each day of con-
= tinued violation of the no strike provision constitutes a separate offense, and
. any finc is to be paid by means of a salary deduction at a rate determined by
the Court. When confronted with a strike or the threat of a strike, the school
board may seek an injunction against the strike. I an injunction is obtained,
legal action may then be initiated against strikers.

Preparing for Bargaining

It is very important that school boards recognize the need for professional
i help in preparing for and conducting negotiations with their employees. Most
i authorities agrce that just as the members of the board of directors of a large
* corporation do not bargain direcily with a union, members of a board of edu-
. cation should not bargain dircctly with employees. Rather, the board should be
represented by a bargaining team composed of members of the district’s adminis-
trative staff. In many districts, a professional negotiator has been employed to
represent the board of education at the bargaining table. The board’s bargainin

team should include representatives of all segments of the management ‘team. K
is especially important that school principals are represented on the bargaining
team so that all educational implications of the various items under consideration
may be considered. Although several good reasons for following this procedure
could be cited, perhaps the most persuasive is the fact that collective bargaining
usually is a tedious and time-consuming process -and direct participation makes
an unreasonable demand upon the time of school board members. Furthermore,
individual school board members are likely 1o be subjected to great pressure
to accede to an employee organization’s demands during the heat of a bargain-
ing sesston. Unless they are experienced negotiators, board members may make
concessions which they will later regret or which the full board will not accept,

The school board has the responsibility of establishing policy guidelines for
its negotiating team. The board's negotiating team should work directly under
the supcrvision of the superintendent. It is not essential that the superintendent
_ be a member of the negotiating team, although he must be in constant communi-
cation with its members and they must work under his direction. The school
board must be kept thoroughly informed of the progress of the negotiations
and, when necessary, the negotiating team must return to the board.for. additional
- direction and guidelines. Any tentative agreements reached must be submitted
to the board for its approval, for such an agreement is not valid and binding
. untif it has been given formal approval by the board.

~ The Negotinting Process

3 It is important to note that Wisconsin law does not require that a school
. board accede to any demand made by an empioyee organization. Only the school
_board has final authority to establish policies for the school district. The
law provides that scheol distriet employees have the right to confer or negotiate
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with the school board or its representatives on questions of wagw hours, and
conditions of employment, and that both parties must bargain in good faith. Good
faith negotiation requires that both parties approach the bargaining table with a
sincere desire to reach an agreement. The importance of good faith in bargaining
between a school board and its employees cannot be over emphasized, for if the
two parties negotiate in good faith in all likelihood they eventually will reach
an agreement. Each party must be willing to consider proposals and counier-
proposals seriously and reject them only for good cause.

The question of what issues are bargainable is one which arises with con-
siderable frequency. The law provides for negotiations concerning “wages, hours
and conditions of employment.” The term “wages” is not limited to salary sched-
ules; it also includes such fringe benefits as life and health insurance, sick leave,
emergency leave, sabbatical leave, and similar direct or indirect benefits. . The
term “hours” includes such issues as the length of the working day, the hour at
which teachers are expected to report for work, and the like. The term *‘condi-
tions of employment” is much more difficuit to define. Affiliates of both the
American Federation of Teachers and the National Education Association in-
terpret the term to include all aspecis of the professional work of the teacher.

In Wisconsin, the Supreme Court has held that matters relating primarily to
wages, hours and conditions of employment are mandatorily bargainable, and
that matters relating primarily to school management and educational policy
are not mandatorily bargainable but the impact of such matters on wages, hours
and conditions of employment is mandatorily bargainable.?

However, just because an item is considered negotiable does not mean the

“board must accede to employee demands. While the board may be willing to

discuss an item, it is not obligated to do as the employees wish. The final deci-
sion on any item remains the responsibility of the board. The Supreme Court
has ruled that a municipal employer (such as a school board) may enter into
a binding agreement to submit to arbitration differences arising under an exist-
ing written collective bargaining agreement, but not to set the terms of a collective
bargaining agreement.®

Finding and Keeping Competent Teachess
In many areas the relationship between the teacher and the school board is
prescribed by state statutes and by rules of the State Department of Public In-
struction. In other areas school boards have a great deal of freedom. When school
boards are permitted to“use their discretion, each member's judgment must be
fair and impartial. Decisions should be based on facts.

The board should not deal directly with teachers or other employces except
under unusual circumstances. Employees should be responsible to the board’s
exccutive officer, the administrator. Individual board members should never deal
directly with any district employee except when they are meeting with other
board members in legal session. In case of dissatisfaction, the teacher may appeal
for a conference before the board or the board may request an interview with a
teacher. Teachers’ committees may report to the board on the resuits of studies
which will add to the board’s understanding of school needs and furnish informa-
tion for effcctive policymaking.

* Beloit Education Assec. v. WERC, 73 Wis. 2d 43, 242 N.W. 2d 231 {1976).

3 Local 1226, Rbinelander City Employees v, City of Rbinelander, 35 Wis. 2d 209, 151 N.W.
2d 30 (1967).

54 G




- g

Qualifications for Teachers

Minimum qualifications for teaching in Wisconsin schools are set by the re-
quirements for teacher certification. However. possession of a license to teach is
no guarantee that the teacher will be successful. Local school boards should en-
courage the preparation of job descriptions for each position in the school system
and statements of the qualificaiions which are expected of job applicants. These
should be prepared by the administrative staff and approved by the school board.

The tremendous expansion of knowledge which is occuring in all fields today
dramatizes the need for prospective teachers to engage in intensive study in a
variety of academic disciplines as well as in the techniques of teaching. 1t is un-
realistic to expect that teachers will be able to acquire the depth and breadth of
knowledge they need in less than four years of professional preparation. Indeed,
five-year programs for the preparation of teachers are becoming increasingly
common, as are internships and other arrangements which provide the prospec-
tive teacher with a more realistic introduction to the responsibilities of classroom
teaching. -

Our legislators have recognized the need for additional formal preparation of
teachers by specifying that no certificate or license to teach in any public school
may be issued to a person who does not possess at least a bachelor's degree, in-
cluding such professional preparation as the state superintendent may require.
{118.19 (3)] (Until the closc of the 1971-72 school year, persons who possessed
as little as two years of professional preparation could obtain a teaching
- certificate.)

Legislation provides that school boards, as a condition of employment, must
require all employees of the district to submit to a physical examination including
a chest X-ray.or tuberculin test. A chest X-ray or tuberculin test js required at
- least once every three years. The physician making the examination must make
a confidential recommendation to the board regarding the teacher’s fitness for
work in the school system. The cost of the examinations, including chest X-rays
and tuberculin tests, is to be paid out of district funds. [118.25]

Any person who contracts to teach in a public school must obtain the
~ proper ccrtificate or license from the state superintendent. Requirements for the
various permits, licenses and certificates, as well as procedure for obtaining them,
" ‘are found in the Rules of the Department of Public Instruction. Within ten days
after signing a contract to teach, a teacher must file in the office of the school
district administrator a statement showing- the date of expiration and the grade
or character of the teaching certificate or license which he holds. No salary pay-
ments may legally be made to a teacher until he has fulfilled this requirement.
[118.21 (2)] :

Wisconsin has enacted legislation which specifically forbids employers to dis-
criminate against properly qualified persons because of their age, race, creed,
" color, handicap, sex, national origin or ancestry. [111.31, 111.32 (5)] The
statutes also specifically prohibit discrimination in the employment of teachers
because of their sex, race, nationality, or political or religious affiliation. A school
-+ admimstrator, school board member, or any other public school official who
¥ ~violates this prohibition is subject to fine, imprisonment, or both, as well as re-
~—moval from office. [118.20]

Q
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Finding Teachers

School board members should not personally engage in the search for teach-
ers (or other personnel) except when employing a superintendent. The job of
locating teachers should be delegated to the superintendent. The school board
must recognize that time and money are required in locating competent teachers
and budget accordingly. Many prospective teachers want information about the
schools and the community in which they might teach. School boards can pub-
lish booklets containing pertinent information. The search for competent teachers
should not be limited to the immediate locality. Teachers with diverse back-
grounds can bring unique contributions to the educational program. A little extra
effort in selecting teachers will pay dividends in improving the educational pro-
gm“]!;e It will also avoid the problems involved in discharging unsatisfactory
teachers.

Contracts With Teachers

Contracting procedure between school boards and teachers is spelied out in
the statutes. Boards must contract ir writing with qualified teachers. The con-
tract, with a copy of the teacher’s authority attached, must be filed with the
clerk of the district. A contract with any person not authorized to teach is invalid
and all contracts are automatically terminated if, and when, the authority to
teach terminates. A teacher may not be employed or dismissed exvept by majority
vote of the full membership of the school board, although contracts with teachers
may be modified or terminated by mutual agreement. [118.21 (1), 118.22 (2)]
All official action on teacher contracts must take place at a legal meeting of the
school board and should appear in the minutes of the meeting.

Tenure .

The statutes provide tenure only for teachers in a county which has a popu-
lation of 500,000 or more. At the present time, this statute applies only to
Milwaukee County. Teachers in Milwaukee County are granted tenure, or perma-
 nent employment, when they receive their fourth contract in the: same school

system. A teacher who is on tenure may be dismissed or discharged only for
the reasons spccified in.the statute and upon written charges. A public hearing
on the charges before the board of education must be granted if the teacher
submits a written request for a hearing. [118.23]

Teachers in other counties in Wisconsin have a form of job security in the
“Continuing Contract Law.” This law requires that a teacher be given written
notice of termination or remewal of his contract for the ensuing year on or
before March 15. If this notice is not given, the contract then in force continues
for thc next schoo! year. In either case, the teacher must accept or reject the
contract, in writing, not later than April {5. [118.22 (2)]

H a school board contemplates non-renewal of a teacher’s contract, at least
15 days prior to giving the teacher written notice of non-renewal the school board
must give the teacher a preliminary written notice that it is contemplating non-
renewal of his contract. The teacher has the right to a private conference with
the schoot board if he requests such a conference within five days after receiving
the prcliminary notice. [118.22 (3)] In practice, this means that any teacher
whosc contract is being considered for non-renewal must be so advised. in writ-
ing, no later than February 28. If the board fails to give the required preliminary
written notice that it is contemplating non-renewal of a teacher’s contract, it may
not later rcfuse to renew his contract.
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i School boards may provide a form of teacher tenure through their own

» policies and procedures, or by provision in a collcctive bargaining agreement.

. - A school system benefits greatly when it is ablc to retain its best teachers. Care-
ful selection, well-planned orientation and in-service improvement programs and
adequate salaries will do much to encourage capable teachers to remain in the
sveirm. Written pcrsonnel policies provide the foundation for good school beard-
emproyee relations and help prevent misunderstandings and dissatisfaction.

The “Contract Jumper” Problem

Virtually every school board is faced with the problem of how to deal
- with a tcachcr who requests to be releascd from a contract in order to accept
empioyment with some othcr district. In an attempt to control this probicm, leg-
islation has been enacted which prohibits a school board from entering into a
contract with a teacher for any period of timc during which that teacher 15 under
coptract to anothcr school district unlcss that district releases him from his con-
ract. [118.22 (2)] A board is not obligated to release a teacher from a contract
~and legally may compel the teacher to fulfill the terms of the contract. Most
- boards, however, follow thc practice of relcasing a tcacher when the request is
based on an opportunity for profcssional advancement or for reasons of health.
A teacher who is forccd to honor a contract under threat of lawsuit often will be
a disgruntled teacher and a detriment to the educational program.

Some boards havc inscrted a “forfeiture clause™ in teachers’ contracts which
provides that a teacher who fails to fulfill the contract will forfeit a specified
sum of money. There is really no need for a forfciturc clause, since under contract
law the distnict is legally entitled to recover an amount equal to the actual dam-
. age it has sustained. At least one court has ruled that the damage suffered as a
- result of breach of contract by a teacher is the expense incurred in obtaining
: a replacement.*

A school board which withholds any portion of the salary a teacher
has carned as a “hcdge” against the icacher sceking a release from his contract
is acting illcgally. This practice is equivalent 1o taking money which belongs to
anothcr. The safcst procedure in cases wherc a teacher requests to be released
from a contract is to grant the release with the provision that the teacher pay
thc expense involved in sccuring a competent replacement. Accurate records
should be maintaincd in the event that a court test of this provision becomes
neccssary.

Salaries and Salary Schedules

A salary schedule is one of the most significant documents the school board
will deal with, for it will influence profoundly the type of teacher who
will be attracted and retaincd by thc school district. Thus, the salary schedule
should reflect the philosophy and long-term objectives of the board with regard
to staffing the schools. A salary schedulc may be weighed so as to be exception-
- ally-atiractive o beginning teachers, 10 be especially attractive to teachers who

= have gaincd somc cxperience in other school systems, to reward long and faithful
service in the district, to encourage {or discourage) teachers to engagc in addi-
tional formal study. and thc like. Every school board should consider carefully
the cffect the district’s salary schedule is likely to have upon the nature and
guality of its teaching staff. .

i Independent School District of Manchester v. Dudley, 195 Towa 398, 192 N.W. 261.
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The statutes make some provision for minimum salaries. State aid Is withheld

- from any school district which does not pay at least $2,400 to a teacher with

two years of professional training, at least $3,000 to a teacher with three years of
professional training, and at least $4,000 to a teacher with four years of profes-
sional training and a degree. [121.17 (2)] :

The minimum salanes specified in the statute are totally inadequate for
today's labor market. Consequently, most school systems have found it neces-
sary to develop salary schedules for both teachers and non-professional em-
ployees which are adequate to attract and hold the calibre of personnel they seek.

Teacher salary schedules increasingly are the result of negotiations between
represcotatives of the teacher's organization and representatives of the school
board and incorporate mutually agreed upon provisions for the compensation
of teachers. Most teacher salary schedules base the compensation of a teacher on
the amount of formai training and years of teaching expenence he possesses. .
These two varables are easily measured. and are thought to be somewhat related
to a teacher’s competence.

Index-type salary schedules are also common. An index schedule establishes
a percentage relationship between the salary paid a beginning teacher with a
bachelor’s degree and the salary paid at ail other steps on the schedule. For
example, a teacher who holds a master’s degree and has five years of teaching
expericnce might be paid 135 per cent of the salary paid a beginming teacher
with a bachelor’s degree. It is claimed that index-type schedules miaintain a
constant percentage differential between all steps on the salary schedule and that
once the base salary is established, all other steps on the schedule are auto-
matically adjusted.

Some school districts have experimented with merit salary schedules which
attempt to relate a teacher’s ability to the amount of salary he receives. The big
problem in administering a merit salary schedule is that of identifying an objec-

. tive and reliable method for measuring each individual teacher’s contribution

to the educational program. Few merit salaty schedules have been successful
over a long pedod of time.

A more promising approach to the problem of providing adequate compen-
sation for the most able teacher is that of differentiated assignments. That is,
the most able teachers are given additional responsibilities (such as leader of a
teaching team), are hired for a longer period of time (11 months rather than 9
months), and are compensated at a level commensurate with their added duties
and responsibilities. '

. The level of teachers’ salaries is an important factor In attracting and retain-

" ing well-qualified teachers. It cannot be determined by supply and demand alone.

The standard of living expected of teachers must also be considered. Teachers
who are constantly harassed by economic worries cannot be expected to give
their best efforts to their pupils.

In addition to contract salary, “fringe benefits” are becoming increasingly
important. Teachers may be permitted to attend professional meetings without
loss of pay. [118.21 (4)] School boards can encourage attendance at profes-
sional meetings by paying all or part of the teacher’s expense. Most school |
boards are providing group insurance coverage for their employees. School
boards have been given permission to use district funds to pay premiums on
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health and accident and life insurance policies covering employees of the district.
{66.183] Group health and accident and life insurance policies may be nego-
tiated directly with insurance companies, or scheol districts may elect to partici-
pate in the State Group Life fnsurance Programs if 735 per cent of their eligible
employees agree to participate. [40.20] To participate in the state programs
the school board must file a resolution indicating its desiré to participate
in the plan with the State Group Insurance Board by November 15. Coverage
begins the following Fanuary 1.

A teacher may be held personally liable for injurics sustained by pupils as a
result of the teacher’s ncgligence. A school district also may be held ltable for
injuries resulting from the negligent acts of teachers or other district employees.
. School districts are authorized to procure liability insurance covering the district
and its officers, agents, and employees. [66.18] This type of protection not only
increases the cacher’s financial security; it also helps those who are injured as a
result of an employee’s negligence to recover damagés.”

Teacher Retirement Pravisions )

Wisconsin has for many years maintained a State Teacher Retirement System
(STRS). Legislation enacted in 1957 made it possible for teachers to also obtain
coverage under the federal Old Age and Survivors Insurance Program (OASI)
bg_lf:rcating two divisions in the teacher retirement program; a separate group
(STRS only) and a combined group (STRS and QASI). Active teachers wire
allowed to choosc whether to remain ynder the original STRS legislation or to
become members of the combined group. Anyone who has become eligible for
membership in the Teacher Retirement System after April 5, 1957 is auto-
matically a member of the combined group.

Legislation enacted in 1965 created what is known as the “formula group” in
the State Teacher Retirement System. The formula group is so-called because
the retirement benefits paid to members of this group are determined by a
formula which recognizes years of tcaching scrvice and pay, rather than being
based entirely on the monetary contributions of the individual empioyee.

The school district must pay the employer’s share for employees of the
: _ distriet who are covered by OASI. A school board may make all or part of

the required contribution in behalf of any teacher, and such payments will be
considered to be payments by the teacher. Unless made by the district, the
employee’s requircd contribution to both STRS and QASI is withheld from his
salary and remitted by the district to the State Teacher Retirement Board. All
members of STRS are required to make a deposit in the retirement deposit
fund equal to 5 percent of all compensations they receive for teaching services.
All legislation pertaining to the State Teachers Retirement System and the
Milwaukee Teachcrs Retirement System will be found in Chapter 42 of the
Wisconsin Statutes.

. leaves of Absence

The statutes prescribe, as a condition for granting state aid, the minimum
number of days a teacher may be allowed for absence due to personal illness.
No state aid will be paid to a district unless its teacher contracts provide at least
five days of sick leave per year without loss of salary. Provisions must also be
made for thc accumulation of at least thirty days of unused sick leave. Local
boards can adopt more liberal sick leave policies if they wish. [121.17 (2)]
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Personal policies should also cover leaves of absence for other reasons, e.g.,
maternity, military service, exchange teaching, graduvate study, temporary dis-
ability and death in the family.

Furnish the Necessary “Tools”

Modern schools use a wide variety of instructional aids. Experimentation
with technological innovations such as language laboratories, educational tele-
vision and computer-assisted instruction has produced some encouraging results.
These and other teaching tools may eventually become standard equipment in
every school. Suitable space and equipment also are essential. School boards
can add a great deal to the effectiveness of teaching, as well as to the morale
of teachers, by seeing that materials and facilities are available when and where
needed. Few people rely on a mechanic who has no tools when their car needs
repairs. Children should not have to rely on teachers who have no tools for
their education.

The use of teacher aids to free teachers from routine nonteaching chores in
order that they may devote full time to actual teaching has attracted widespread
attention. Teacher aids include such persons as theme readers, instructional sec-
retaries, teacher helpers and uonprofessional technicians. The 1961 Legislature
authorized the state superintendent to establish classes of nonprofessional school
employees and authorizes their employment in the instructional program
[115.29 (3)]

Show Appreciation

The work of the employees in an organization is often taken for granted. This
is just as true of school systems as it is of -business concerns. A demonstrated
interest in the financial and professional security of school employees is impor-
tant. Your personal interest in their work is just as important. The feeling of
being appreciated 1s a reward which any school board can afford to give its
employecs. A word of recognition or gesture of appreciation takes very little
time or effort and pays big dividends in employee morale. Good school board
members are acquainted with teachers and their work. They do not hesitate
to give credit when credit is due.

Orientation and In-Service Improvement

A ncw teacher coming into a community Is faced with many problems. He
must establish a new circle of friends. He muyst become acquainted with his new
home. He must become familiar with the abilities and aspirations of his students
and the regulations and procedures of the school system.

School boards can help the new teacher by recognizing the need for a well-
planned program to acquaint him with the community and its schools. Funds and
staff time are needed. Responsibility for the program must be assigned. Good

oricntation programs help new teachers get off on the right foot. They benefit-

the schools by making new teachers more effective. They benefit teachers by en-
abling them to start their new jobs with greater confidence.

An in-service improvement program is also of direct benefit to the school
district. Teaching is a difficult job. It involves working with individuals of vary-
ing interests and abilities. It also involves coordinating the many activities which
are part of an educational program. Completing a college program of teacher
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. preparation does not complete a teacher's training. Research is continually pro-
- ducing new information about teaching and Iearmng An in-service program

strengthens the educational program of the school by improving the knowledge
‘and skills of its teachers.

_ The state has recognized the importance of a planned, continuous inservice

program for the professional staff of a district. [121.02 (1) ¢)] A planned,
continuous inservice program may include such activities as summer school
attendance and participation in workshops, conferences, extension classes and
similar activities.

School board policies should recognize the value of in-service growth of the
staff. They should also recogmze the schoel board’s responsibility for encourag-
ing such programs. Good in-service programs are not accidental. They are the
result of careful planning and adequate financing. The school board must see
that both are provided. Through salary and promotion policies, teachers who

improve the quality of their work by conscientious study and effort can be
recognized. )

Terminating Employment
Dismissal is an awkward proceedtng at best. In most cases the need for dis-
missal can be climinated by using care in selecting and hiring teachers. Failure
to employ good teachers penalizes the children of the district and undermines
public confidence in the school board. Yet, in spite of all precaunons, it some-
times becomes necessary to dismiss a teacher.

A majority vote of the full membership of the board is required to dismiss a
teacher. [118.22 (2)]} As noted previously, if the school board contemplates
non-renewal of a teacher’s contract, the teacher must be advised of this fact in
wntlng at least fifteen days prior to the time the official notice of non-renewal
is given and the teacher has the right to request a private conference with the
school board within five days after receiving notice that the board is conternplat-
ing non-renewal of his contract. {118.22 (3)] In Milwaukee County, where
teachers automatically are granted tenure upon receipt of thejr fourth consecu-
tive contract, a teacher may be dismissed only for specified causes, following the
procedure outlined in the statute. [118.23 (3)]

Although the legal sjtuation has not yet been clarified completely, recent
decisions by the U.S. Supreme Court indicate that teachers whose contracts have
not been renewed may be entitled to an administrative hearing even if they do
not have tenure. The Supreme Court has indicated that a teacher may be entitled
to a hearing (1) if he has tenure; (2) if he. had an oral promise of continued
employment; (3) if he had an agreement where it was understood he would be
reemployed except for cause; and (4) if he can prove nonrenewal would 1n]ure
his reputation and create a stigma whnch would foreclose future pursuit of his
teaching career. .

Even without the requirements imposed by 118.22, sound personnel practices
require that fair treatment be given all employees and that at least minimal due
process procedures be accorded any employee whose termination is being con-
templated. Also, any board contemplating the non-renewal or dismissal of an
employee is s;rongly urged 1o take no action without the counsel and advice of
its attorney.
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When circumstances permit, dismissal is accomplished with least disruption
by non-renewal of the teacher’s contract. The state superintendent may revoke
a teacher's certificate or license for incompetence or for immoral conduct. The
teacher must be given written notice of the charges and an opportunity for de-
fense must be provided. [118.19 (5)] If a teacher’s license or certificate is
revoked, his contract is automatically terminated. [118.21 (1)) While the stat-
tutes make no specific provisions for the dismissal of teachers, i.e., they do not
specify the reasons for which teachers may be dismissed or the procedures which
must be followed, the school board has the power to dismiss a teacher for any
good and sufficient cause during the term of a contract provided that due process
procedures are followed.

Schoot boards should recognize a responsibility for identifying teachers who
are having difficulty, informing them of their shortcomings and helping them
overcome these faults. This is best accomplished by providing an adequate
administrative and supervisory staff. 1f the teacher is unable to give satisfactory
service in spite of all the efforts in his behalf, dismissal is the only alternative.
Dismissal should be only for good reasons and substantiated by evidence.

The Noncertificated Staff

Custodians, bus drivers, cooks, secretaries and many others are needed in a
smoothly functioning school system. The efforts of teachers can be seriously
hampered by noncertificated workers who do not understand the work of the
school. Noncertificated workers should be selected with just as much care as are
teachers. They must realize that they have an important job to do. All members
of the school staff must work together for the benefit of the children served by
the school. There is no place on the school staff for the custodian who feels that
a highly polished gym floor is more important than a good physical education
program. Similar reasoning applies to all positions on the school staff.

Members of the noncertificated staff associate closely with pupils and should
be chosen with this in mind. All employees must be able to work effectively with
children and should possess the same moral qualities expected of teachers. Job
descriptions and minimum qualifications are needed for these positions just as
they are for positions on the instructional staff. Every noncertificated employee
who comes in contact ‘with school children or who handles or prepares food for
school children is Subject to the same physical examination requirements as are
teachers. [118.25] S

All members of the noncertificated staff should be employed by the board on
the recommendation of the school administrator. They should be responsible to
the school administrator for the proper performance of their duties. Non-cer-
tificated employees have the same right to organize and negotiate conceming their
wages, hours and conditions of employment as do teachers. [111.70] In many
school districts the members of the noncertificated staff are taking advanmtage of
this right. 1t is essential that the school board develop and adopt policies cover-
ing noncertificated employees. Some policies in this area undoubtediy wil} be de-
veloped through negotiations while others may be developed cooperatively by the
school board, the administration, and the employees concerned. Much of what
has becn written concerning the importance of obtaining and retaining compe-
tent teachers is equally applicable to the noncertificated employees of the district.
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Points to Remember
Y The quality of a schoel system depends upon the quality of its siaff.

Y Scheol district employees have the right to organize and negotiate concerning
their wages, hours and conditiens of employment.

Y Individual school board members should never deal directly with school
district employees. '

Y Teacher contract requirements are spelled out in the statutes,
% In-service education programs benefit pupils by improving teachers.

For further reading, see Appendix,

Q.\I
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CHAPTER VNI .
THE SCHOOL BOARD AND THE EDUCATIONAL PROGRAM

The Legislature has established school districts for one purpose; to provide
educational opportunities for children of the state. The strength of a school dis-
trict must be measured in terms of the educational program it offers. School
boards occasionally become so involved with bonds, budgets and buiidings that
they give little or no direct attention to the educational program. School board
members should recognize that all efforts of the school board and school
staff must be judged on the basis of what they contribute to the intellectual, social,
physical and emotional development of pupils. School board members cannot
afford to ignore the educational program.

Legislation in Wisconsin establishes the school board’s responsibility in this
respect. School boards are required to exercise general supervision over the
school. [120.12 (2)] They also are empowered to make rules for the organization,
gradation and government of the schools. [120.13 (1)] Thus, school boards are
legally obligated to formulate policies governing the educational program.

Educational Policies
Plan of Organization

An educational program can be most effective when school districts are
organized on a K-12 basis with one school board and one chief administra-
tor. School districts organized on a K-12 basis find it much easier to coordinate
the entire educational program from kindergarten through high school. Duplica-
tion of effort can be avoided and gaps in the program can be eliminated.

The policy which is to be foliowed in organizing and administering a district's
educational program should be established by board action. Some districts operate
elementary school for grades K-6, junior high or middle schools for grades 7-9
and senior high schools for grades 10-12; others follow an 8-4 pattern of organiza-
tion. Other patterns or organization are also possible. Research evidence does not
indicate an mnherent superiority for any one type of organizational pattern. It is
the competence of the professional staff and the nature of the educational pro-
gram, rather than the type of organizational pattern, which determine the quality
~of the education provided for pupils.

The district’s plan of organization should pinpoint each person’s authority
and responsibility. While the administrator and his staff should be expected to
formulate an organizationa!l plan and job descriptions, it is the board’s responsi-
bility to study the proposed plan of organization carefully before its adoption.
The importance of the organizational plan should not be underestimated, since
it provides the framework within which the educational program is administered.

Teaching Load

A professional staft adequate both in quality and in number is essential to a
good instructional program. There are definite limits to the number of pupils a

teacher can work with effectively. These limits are influenced by the nature of -

each activity and the characteristics of each teacher. Teaching load is not limited
to class size alone but includes all aspects of the teacher’s work. There are pupil
activities to be supervised, committee work to be done and commum activities
to be planned and supported. School systems should strive for -balanced
teaching loads with an equitable distribution of responsibilities.
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The ratio of pupils to teachers in a school has long been regarded as an im-
portant indicator of program quality. The appropriate pupil-teacher ratio in the
elementary grades will depend upon such factors as the school's organizational
pattern, the extent to which other instructional aides are used, the type of students,
and the extent to which other supporting services are provided. It is generally
recommended that in a self-contained elementary classroom where the teacher
is responsible for all aspects of instruction except music, art and physical educa-
tion, thc enrollment should not exceed 25 pupils per teacher in grades K-3 or 30
gupils per teacher in grades 4-8. In high schools, the class size should not exceed

0 pupils per teacher except in situations where team teaching or other patterns
for -individualizing instrdction are followed. Teacher loads should be well
balanced, taking into consideration such factors as the number of classes, number
of students, number of preparations, and extent of involvement in co-curricular
activities. :

Schoo! Calendar

The school board is responsible for adopting a school calendar which
sets the length of the school year, the dates when schools open and close, vacation
periods and the like. To qualify for state aids the school year must be at least
180 days in length.[121.17] Statutory regulations governing the computation of
the school year are found in Section 115.01 (10). Many school districts have
already adopted a 190 or 195 day school year to provide more time for teaching
as well as more time for staff orientation and in-service activities.

There has been great interest in recent years in lengthening the school year
through a summer schoo! program. Legislation in 1961 authorized the payment
of state aids to districts maintaining summer schools or summer classes. [118.04,
121.14] Summer school programs provide an opportunity for pupils to broaden
their educational experience, to obtain specialized help in areas where they are
weak and to make up courses they have failed. They also provide for increased
utilization of school facilities.

Classification and Promotion of Pupils

Wisconsin school boards have been given authority to make rules for the
“gradation” of the schools. Public schools are usually divided into 12 grades (ex-
cluding kindergarten). The first eight are the elementary grades; the last four are
the high school grades. A junior high school includes grades 7-9 or 7-10. A senior
high school includes grades 10-12. This classification is not to be regarded as a
limitation of the character of work or studies that may be carried on in either
elementary or secondary schools. [115.01 (2)]

The school board has full authority to establish the requirements for advance-
ment from grade to grade. Such policies are essential in the orderly management
of schools. Few board members, however, are qualified to make decisions of this
nature without professional advice. Such policies should be adopted only after
they have been recommended by the administrator.

Instructional Supplies and Equipment -
Schoo] boards have been given broad authority to purchase and care for neces-
sary supplies and equipment. {120.13 (5}, 120.49 (5)] Policies should make pro-
vision for determining needs, for budgeting to meet these needs, for procedures
in purchasing supplies and equipment and for making supplies and equipment
available when needed. Such policies should recognize that teachers can best de-
tetmine their own needs, that the administrator can evaluate these needs in rela-
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iy tion to the total school program and that the school board must authorize them
. 1n the light of the finances available.

: PUPII Conduct and Discipline
A local school board is empowered to make rules by which the schools

" pupils, parents and teachers. The school district administrator, or any principal

> orf teacher designated by the administrator, may (with the consent of the board)

make rules and suSpend a pupil for not more than three days or, if a notice of
- expulsion has been sent, for not more than seven consecutive school days. A
pupil may be suspended for failure to comply with school rules, or for conduct
~ which endangers the property, health or safety of others. [120.13 (1)] A pupil
must be given the reason for suspension and it must be determined that the pupil
Is guilty of the alleged violation before he is suspended. The parents or guardian
. of the pupil must be notified promptly of the suspension and the reason (8) for it.
The pupil or his parents are entitled to have a conference with the school district
administrator (or his designee) within five school days. If the administrator
determines that the pupil was suspended unfairly, unjustly or inappropriately,
reference to the suspension will be removed from the pupil’s record. A pupil who
* issuspended must be given an opportunity to take any examinations missed while
- suspended. [120.13 (1) (b)] -

. A Wisconsin school board may expel a pupil from school if it determines

that the pupil is guilty of repeated refusal or neglect to obey the rules, or that
he engaged in conduct which endangered the property, health or safety of others.
- Before a pupil may be expelled the board must hold a hearing on the matter.
- The pupil and his parents must be given at least five days written notice in
. advance of the hearing. The notice must give the time and place of the hearing,
. specific information about the pupil's alleged misconduct, and notification that
. the hearing may result in the pupil’s suspension. The pupil is entitled to be
© represented by counsel and written minutes of the hearing must be kept. If the
- board decides to expel the pupil, the district clerk must mail a copy of the order
‘. to the pupil and his parents. An expelled pupil may appeal to the state superin-
. tendent and an appeal from the state superintendent’s decision may be taken
. to the district court. [120.13 (1) (c))

: Only in recent years have procedural requirements become. an issue in cases

" where a student has been suspended or expelled from school. Until quite recently
- most courts viewed school attendance as a privilege, not a right, and expulsions
generally were not subject to judicial review. Today, however, school attendance
~ is considered a right that cannot be denied without good reason and umniless
. proper procedures are followed. Most courts now require that a student be
. accorded due process of law in any disciplinary procedure that might result
. the student’s expulsion.

: The first requirement in according a student procedural due process is that
. the student receive proper notice of the type of behavior which could result
. in expulsion. That is, the school must have warned the student of the type of
- conduct that will subject him to expulsion. This may be accomplished by pro-
{ viding each student with a Student Handbook.

t Second, the student and his parents must receive a written statement specifying
;. the charges against him and the nature of the evidence on which the charges

". has been violated.

. are governed. The rules must be in written form and must be made known to -

b are based. The statement should identify the specific rule or regulation that




Third, and perhaps the most fundamental aspect of procedural due process, is
the right to a fair hearing. The hearing generally is conducted either before the |
school board or before an impartial third party appointed by the board.
Although the hearing necd not adhere to the technical rules of a court of law,
the basic principles of due process must be observed. These principles were
spelled out as follows in a case involving the expulsion of a student from a college:

The nature of the hearing should vary depending upon the circum-
stances of the particular case . . . . A hearing which gives . . .
administrative authorities . . . an opportunity to hear both sides in
considerable detail is best suited to protect the rights of all involved

. ... The student should be given the names of witnesses against him
and an oral or written report on the facts to which each witness
testifies. He should also be given the opportunity to present . . . his
own defense against the charges and to produce either oral testimony
or written affadavits of witnesses in his behalf.’

A fourth requisite of due process is ample time for the accused student to
prepare for the hearing. Thus, the hearing should be scheduled to take place
several days after the student has received official notification of the charges
against him.

Fifth, a scheol must inform the student of his procedural rights before a
hearing. This is perhaps best accomplished by including a complete disciplinary
and procedural code in the Student Handbook and making sure that each student
is provided with a copy of the Handbook.

Although the courts are not in complete agreement on the guestion, a student
fnerally should be permitted to be represented by legal counsel, if he chooses.
student is entitled to call witnesses in his own behalf. There is some question
over the student's right to confront and cross examine witnesses, but if the de-
cision on whether or not the student should be expelied hinges on the credibility
of testimony, cross examination would appear to be in order.

Throughout any expulsion proceeding the foremost concern of the board of
education should be to see to it that the student receives a fair and impartial
hearing and is given ample opportunity to present his defense.

Proper discipline is essential to the effective operation of the-schools. Further="=
more, self discipline is a goal of education. A functioning student council com-
posed of conscientious pupils can be of great value to a school in developing
responsible pupil conduct. School board policies might well recognize the con- -
tributions pupils themselives can make to the development of policies governing .
their own conduct. ;

Controversial Issues

The question of how schools will treat controversial issues cannot be ignored.
Many cstablished groups object to the presentation of certain points of view in
the classroom. Failure to include current social and economic problems in the
curriculum disregards the need to prepare boys and girls to take their place in
our society. Controversial issues are not limited to curriculm matters. The board
must often decide questions related to such matters as religious instruction, sex
education, communism, labor and management, building needs and school sites.

1 Dixon vs. Alabama State Board of Education, 294F. 2d 150, {Fifth Cir. 1961).
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The school board, by adopting a clear-cut policy, can set the stage for
dealing with controversy. School administrators and teachers need the guidance
. of clear-cut policy as well as the support of the board in dealing with controversial
issues. Community groups should be helped to understand that pupils must learn
to search for all the facts and to make up their own minds in the face of conflict-
ing opinions.

Special Services

Good gchool systems usually offer a variety of services which either benefit
particular groups of pupils or benefit all students in a special way. These services
are vital to thc American goal of providing equal educational opportunity to all
children.

Exceptional Children
Each school district must provide appropriate special education programs
for children with exceptional educational needs who reside in the school district
[115.85 (1)]. Included in this group are children who are mentally, physically
or emotionally handicapped, as well as pupils who are learning disabled or who
have other handicaps. Legislation pertaining to the education of children with
special educational needs is found in Chapter 115 of the statutes. The state
maintains schools for children with defective sight or hearing. {115.52] Legisla-
tion also authorizes the establishment of special schools or classes for handi-
capped children on a county-wide basis. [115.86] The state superintendent is
required to issue annually a state plan for the education of children with
“exceptional needs [115.78], and to consult with a state council on special educa-
tion [115.79} The statutes set forth specific requirements and procedures for
the identification and screening of children who have special educational needs,
as well as providing for a multi-disciplinary team to develop an educational
program fitted to each child’s needs. [115.80) Parents are given the .right io
appeal to the school board if they do not agree with the board’s decision with
regard to the placement of their child and to a hearing on their appeal. [115.81]
The school board is responsible for seeing that a child is placed in an appropriate
special educational program after consultation with the multidisciplinary team
and after the child’s parent has consented in writing to the placement. [115.85 (2)]

Gifted pupils sometimes need special attention. Failure to capitalize on their
special talents is a serious waste of human resources. School boards may want to
give increased attention to this phase of the instructional program.

Student Health Services .

The school health program protects and promotes the health and safety of
pupils. School systems of every size should make every effort to provide, either
alone or cooperatively, the facilities and funds needed for instruction in health
and physical education. Provision must be made for emergency nursing services.
[121.02 (1) (i}].

Rules of the State Department of Health and Social Services cover in some
detail the school's responsibility regarding communicable diseases, epidemics,
water supply, heating and ventilation. The statutes also contain provisions relating
to communicable diseases and smallpox. [143.12;143.13]

State law requires that physiology, hygiene and related subjects be taught in
either the sixth, seventh or eighth grade and that instruction in physiology and
- hygiene shail be offered in every high school. [118.01 (2)] Physical education
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and training must be provided for all pupils [118.01 {3)], and every school must
provide instruction concerning the prevention of accidents and the promotion
of highway safety. [118.01 (4)] Districts must provide safe, healthful school
facilities. {121.02] A school board may require pupils to undergo periodic
medical and dental examinations and may employ qualified public health nurses
and dentists. {120.13 (11)) :

Guidance

A carefully planned, adequately staffed guidance program is cssential in
today’s schools. Every teacher is responsible for the guidance of pupils, but
tcachers often need specialized help. Counselors with special training are nceded
to deal with many of the problems which trouble boys and girls. This is particu-
larly true at the secondary school level where teachers do not get to know their
pupils as well a5 in elementary schools. At least one full-time counselor should be
available for every 250-300 students in junior and senior high schools.

In every school one person should have responsibility for giving leadership
to the guidance program and coordinating the eﬂorts of teachers. In larger sys-
tems a director of guidance should be included on the administrative staff. All
counselors should have adequate professional preparation and hold a state license
in guidance. Facilities and funds are needed 1o do the job properly, as are filing
systems, forms tests, specialized equipment and competent clerical help. See
121.02 (1) (9. '

Libraries

Every school needs a good library. Modern teaching mcthods require many
books and materials. A well-stocked library also permits greater attention to
individual differences among pupils and encourages more interest in reading.

Chapter 43 of the Wisconsin Statutes deals with libraries. The duties of - .

the state superintendent are specified and the general duties of the Division for
Library Scrvices are described. The state superintendent s directed to promote
the establishment, maintenance and control of school libraries and prescribe
rules for their management. [43.03 (3)] The annual income from the common
schoo! fund is apportioned to school districts on the basis of the number of
childecn between the ages of four and twenty years as reported in the school
census. It must be used to purchase books and other instructional materials for
school libraries. [43.70]

The rules of the Department of Public Instruction require school librarians
to hold a license to teach and to have satisfactorily completed at least 2 minimum
amount of study in library science. [121.02 (1)]

During the past decade school libraries inereasingly have become instructional
material centers, An instructional material center includes a wide variety of audio-
visual materials in addition to the books, magazines and newspapers which most
people associate with a library. Professional librarians qualified in both library
science and audio-visual instruction are indispensable if a school district s to
devclop an cffective program for utilizing media in its instructional program.
The Department of Public Instruction has established standards for book and
periodical collections as well as for the management and staffing of school
librarics. An annual expenditure for library books of at least $7 per student or
$1,000 per building, whichever js larger, is recommended. In addition, an annual
expenditure o1 $7 per student or $1,000 per building, whichever is larger, 1s
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recommended for purchase of audio-visual materials. To maintain 2 minimuny
S supply of current magazines and newspapers in the library of an clementary

+" school. an annual expenditure of at least $200 is recommended, while minimum

- annual expenditures of 3500 and $700 are recommended for a junior high school
and a senior high school. In addition to the general book collection, current
magazines and newspapers. and up-to-date audio-visual matenals, each instruc-
* tionat material center should contain an adequate supply of encyclopedias, dic-
tionaries and general refereiice books.

Recommendations alonc cannot guarantee a good instructional material
center. A qualified librarian and a qualified audio-visual specialist can be of
great help to téachers and pupils if adequate time and material are made available
to them by the school board.

Nursery Schools and Kindergartens

Wisconsin school boards may operatc nursery schools for children under four
years of age and may prescribe rules and regulations for these schools. The board
may require a reasonable fee for attendance in nursery schools and may waive the
fee for persons who are unable to make such payment. [120.13 (13))

A board which has control of the elementary grades must oPerate a S-year-old
Kindergarten program. [121.02 (1) (e)]. :

For many years the establishment of nurscry schools and kindergartens was
considered to be exclusively a local decision. A number of school districts which
at one time operated kindergariens for four-year-olds found it necessary to dis-
continue them because of budgetary ge ssures. In the past few years, howeveér,
early childhood cducation again has become popular. In particular, it has been
- seized upon as a way of mitigating the insidious educational effects of economic
and cultural deprivation. In addition to the nursery schools operated by Head
Start and other govcrnmental programs. in many cities thoving nursery schools
have been established by privatc organizations. It is likely that school boards will
experience a growing demand for the provision of district-operated nursery
schools and kindergartens in coming years.

Summer School

Any Wiscons:n school board may elect either to operate jts own summer
school classes or to permit its pupils to attend on a tuition basis surhmer classes
operated by anothcr school district. [118.04] If a board elects to operate its own
summcr classes it must makec rules governing attendance and these rules must
appear 9n #s minutes. [118.04 (1)] The board may treat children living in the
school district during the summer as residents of the district, even if they did not
reside in the district during the preccding regular school year (but such children
" may not be counicd in computing state aid unless they are lcgal residents of the
" state). [118.04 (2)] Children from another school district may be permitted to
attend summer classes by paying non-resident tuition, but no tuvition may be
charged pupils who are residcents of the school district. [118.04 (3), (4]

Curriculum
The curriculum consists of all the cxperiences which pupils encounter under

the sponsorship of the school. It is more than the names of courses or the content
of textbooks; it is the entire program of the school. The school board’s authority
in currictlum matters is limited by legislative requirements. It is also limited,
in practice, by the rcquirements of public and private agencies which deal with
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graduates of the public schools. College admission requirements and training
requircments for positions in industry illustrate this latter type of limitation.
Public expectations must also be considered by the board in determining the
general nature of the school program. The translation of board policy into 2
functioning educational program is a job for the administrator and his staff. The
board, with the help of the school administrator, should evaluate the effectiveness
of the school program and revise policies accordingly.

Statutory Requirements .

Section 118.01 of the statutes outlines. the curriculum requiremcnts which
the law imposes on public schools in Wisconsin. Reading, writing, spelling,
English grammar and composition, geography, arithmetic, elements of agriculture
and conservation of natural resources, history and civil govemmment of the United
States and Wisconsin, citizenship and such other instruction as the board de-
termines must be taught in every elementary school. {118.01 (1)} Special re-
quirements for instruction in phyvsiology, hygiene, physical education, prevention
of accidents, morals, animal lifc, fire prevention, co-operatives, conservation,
dairy products and citizenship have also been established. [118.01 (2)-(10)].

All school districts are required to make provision for instruction in health,
physical education, art and music in both elementary and high schools. School
districts which opérate elementary schools are required to make provision for
remedial rcading services for under-achieving studcnts in grades Kindergarten
through grade 3. {121.02 (1) (d) ()] School board mcmbers must be aware of
these requirements and make sure that they are met.

College Entrance Requirements .

The entrance requirements established by colleges and universities have an
undeniable influcnce wpon the curriculum of a secondary school. Since entrance
requirements vary somewhat from one college to another, students who wish to
attend a particular college must plan their program of study-to meet its entrance
requircments. School board members should see to it that a curriculum is pro-
vided which will make it possible for students who wish to continue their edu-
cation beyond high school to meet the entrance requirements of the coliege or
univcrsity of their choice. :

R
Attendance .
Legad Requirements ' !

All children between the ages of six and sixteen years must attend school
until thc end of the term, guarter or semester in which they become sixieen years
of age unless they are temporarily physically or mentally incapable of attending:
are exempted for good cause by the district board, or are receiving other instruc-
tion which is approved by the state superiniendent. Further, any child residing
in a school district which contains within its boundaries a vocational, technical
and adult school offering day school classes must either attend high school to the
end of the school term, quarter or semester in which he becomes eighreen years
of age or, with the approval of his parent and school board of his district, attend
the vocational, technical and adult school in lieu of attending high school. A
student who is 16 years of age or over may, if his parent or legal custodian and
his school board so determine, attend a vocational, technical and adult school in
liew of attending 2 high school. Also, a school board may permit a pupil who is
in good academic standing to attcnd school part-time during the last school term
preceding high school graduation. [118.15]
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e Teachers are required to report all pupil abscnces to the district’s truant

- officer. The district administrator scrves as truant officer unless the school board

[ appoints as truant officcr some other professional employce of the district. In

© cities of the first class the school board is required to appoint welfare workers or
attendance officers. Within 12 hours after receiving a report of absence or
truancy, the truant officer must serve upon the parent or guardian of the absent
child written notice that they must either send the child to school on the next day
school is in session or present an cxcusc from thc proper health or judicial
authority. The truant officer is also expected to immediately notify the child’s

* principal or tcacher that the above notice has been served upon the parent or
guardian of the abscnt child. If the child fails to return to school following the
service of a second notice, the truant officer must, within three days, initiate legal
action to enforce compliance with the compulsory law. [118.16]

No child may be admitted to the first grade unless he is six years old on or
before December | of the year he proposes to enter school. Residents above
twenty years of age may be admitted at the discretion of the board. [118.14)

Health Regulations

The compulsory attendance law docs not apply in cases where pupils are ex-
cluded from school because they are suffering from, or have been exposed to, a
communicable discase. The State Department of Health and Social Services may
close schools when it is deemed necessary to control epidemics. Teachers, school
authorities and health officers may exclude pupils from school for a number of
reasons. They must notify the parents and the local health officer when such
action is taken. Teachers are directed to send home students who are habitually
dirty, offensive, or infected with lice, and are to send written notice to the scheol
board, or superintcndent of schools, and to the parents of the pupil explaining
reasons for the action. All school board members should be familiar with the rules
of the Department of Health and Social Services and the statutes which govern the
circumstances under which students may be excluded from scheol for health
reasons. [143.02; 143.03: 143.04; 143.12; 143.13} Compulsory attendance re-
quirements apply to physicaily handicapped children who are eligible for attend-
ance at a special class or school. [115.82]

loeal Sehool Board Policies

It is essential for boards to adopt policies rclating to pupii attendance which
will guide teachers and administrators in dealing with these problems as they
arise. These policies should cover age of admission to school, expulsion pro-
cedures and cnrollment and attendance rcegulations.

It scems incvitable that most school boards will be faced — at one time or
another —- with the problem-of the married student. Statistics indicate that one
out of four girls will be married by the time they rcach the age of 18, and
secondary schools are frequently confronted with problems stemniing from carly
marriage and pregnancy, both marital and extra-marital. The need for con-
structive and intelligent policies is cvident. In develoEing policies relative to
marricd students school boards should bear in mind that marriage alone does
not justify permanent cxpulsion from school. Certainly, there is no reason why
married students who conduct themselves with dignity and with preper apprecia-
tion for their marital status should net be permitted to continue their cducation,
As one court said:

Marriage is a domestic rclation highly favored by the law. When the
relation is entered into with correct motives, the effect on the husband
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and wife is refining and clevating, rather than demoralizing. Pupils
associating in school with a child occupying such a relation, it seems,
would be benefited instead of harmed. And furthermore, it is com-
mendable in married persons of school age to desire to further pursuc
their education, and thereby become better fitted for thé duties of life.*

Pupil Activities

Since the curriculum consists of all pupil experiences under the control of the
scheol, it is apparent that pupil activities are just as much a part of the school’s
program as are classroom activities. Many of these activities have resulted from
the need to recognize and provide for the many needs and interests of children.
They also spring from community interests. In any case, pupil activities serve
to give the school program vitality and furnish excellent opportunities for ad-
ditional teaching and learning.

The school board must recognize that in determining the general nature and
scope of the school program it must consider pupil activities. School board policy
should provide the framework in which thes¢ activities are carried on. Unless such
policy exists, the program is apt 1o grow in an unorganized way. The objectives
and philosophy of the school system should be reflected in these policies. School
boards, in cooperation with the professional staff, should take a frequent look at
pupil activities and make any changes in policies which are needed.

Transportation
The transportation of pupils is primarily a means of gettinigupils to a place
where they can participate in an educational program. It may be regarded as an
overhead cost of education. The cxpenditures involved cannot be avoided by fail-
ing to provide transportation. They would cither be passed on to parents or would
have to be used in bringing schools to the children.

The rapid growth of pupil transportation services in the past 30 years has
been influenced by several factors. .In many states, including Wisconsin, pupil
transportation is required by law. Therc has also been a realization that pupil
transportation is necessary if all children are to be cducated. Experience has
shown that larger schools can offer a more varied educational program. Re-
gardiess of the reasons, it is apparent that nearly all school boards are faced with
the responsibility of conducting a pupil transportation opcration.

legal Requirements

Wisconsin has for many years requircd any school district operating public -
clementary or sccondary schools to provide transportation to and from school for
ali pupils residing in the district who are two miles or more from the nearest
public school they may attend. [121.54 (2)] The Wisconsin Supreme Court
consistently ruled that school districts were prohibited by the state’s constitution
from transporting pupils to private or parochial schools at public expense.” In
1967, however. the constitution was amended to permit the vse of public funds
to transport pupils to nonpublic schools. The statutes now provide that “the
school board of each district operating high school grades shall provide trans-
portation to and from the school he attends for each pupil residing in the school
district who attends any elementary grade. including kindergarten, or high school
gradc at a private school located two miles or more from his residence, if such

? McLeod v. State 154 Miss, 468, 122 So 737 (1929),
3 State v. Milquet, 188 Wis. 109, 192 N.W. 392, Costigan v. Hall, 23 N.W. (2d) 495.
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privat¢ school is a schoel within whose atiendance arca the popil resides and is
situated within the school district or not more than five miles beyond the boun-
daries of the school district measured along the usually traveled route.”[121.54
(2) (b)) Elementary school districts may elect to provide their own student trans-
portation and not usc, or tpa)« for, transportation provided by their union high
school district. However, it this option is adopted, it may not be repealed unless
at least one year's notice is given to the board of that union high school district.
Further, the clectors at a district meeting in common and union high school dis-
tricts, and the school board in a city or unified school district, may vote to pro-
vide pupils who reside in the school district transportation to and from the nearest
publie school they are entitled to attend, or the nearest available private school
within or outside the district they may reasonably choose to attend. [121.54 (2)
()1 A city school district which does not provide transportation for public school
pupils who live within the city is not required to provide tramsportation for
children who attend private schools located outside the district. {121.54 (1))

The distance from the pupil's home to school is measured from building to
building along the usually traveled route, [115.01 (12)] The school board is re-
sponsible for making all necessary provisions for the transportation of pnpils,
including establishment, administration and scheduling of school bus routes.
[121.56] Private schools are required to furnish all information and repoits re-
quested by public school officials. They must notify each school board no later
than May 15 each year of the names, grade levels and locations of all pupils who
are eligible to receive transportation and who are planning to attend the private
school during the next school term, although a school board may extend the
notification deadline. [121.54 (2) (b)} The authority to determine school bus
routes includes authority to determine the times and places where pupils will be
picked up. Door-tpzdoor transportation of pupils is not required. Policies which
require pupils to meet the school bus at a designated point will be npheld if they
are rcasonable and nondiscriminatory. The statutes also provide for transporta-
tion of handicapped children. transportation to summer classes, transportation
o vocational schools, transportation w high schools outside the district, and
transportation for extra-curricular activities. [122.54 (3)-(7)] Special provision
also has been made for transportation of pupils who reside in areas having

" unusual hazards. {121.54 (9)]

Stote Aids

Schootl districts which meet the requirements imposed in 121.54 are en-
titled to receive state aid of $24 per year for each transported pupil whose resi-
dence is at least two miles and not more than five miles from the school attended;
$36 per year for cach transported pupil whose residence is at least five miles and
not more than cight miles from the school attended; $48 per year for each rans-
ported pupil whose residence is at least eight and not more than twelve miles
from the school attended: and $54 per year for each transported pupil whose
residence is more than 12 miles from the school attended. [121.58 (2) (a)] Under
certain conditions the school board may receive state aids for the board and
lodging of pupils. [121.57, 121.58 (3)] State aid also is paid for transportation
of pupils to summer school classes, [121.58 (4))

State aids for transportation are paid from a specific legislative appropriation.
If the claims exceed the appropriation the state superintendent is authorized to
prorate the available funds among the eligible districts. {121.58 (6)] Any costs of
pupil transportation which are not covered by state aids must be born by the
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district and cannot be charged to pupils, their parents or guardians. In order to
receive state aids for transportation a district must submit such reports as the
state superintendent may require to determine its eligibility for them. [121.58 (1)]

Methods of Compliante
School boards have been given several alternatives in meeting transportation
requirements. [121.55 (1)] They may provide transportation by
1. Contract with a common carrier or other parties. -
2. Contract with a parent or guardian of pupils to be transported.
3. Contract with another school board,~bemgd of control of a cooperative
educationg_l__ service agency or with officials of a private school.
4. A joint contract between two or more school districts and a third party.
5. Purchase and operation of district-owned vehicles. (I a school district
contracts for the transportation of pupils, the contract term can not exceed
three years.) [121.55 (2)]

The question of district ownership versus contracting for transportation serv-
ice is one which each school board must face. No hard and fast rule can be given.
When a school district owns and operates a sufficient number of its own vehicles,
the school board must recognize the added problems and resporsibilities in-
volved. It is unreasonable to expect an administrator to fit these duties into an
already crowded schedule. '

liahility and Insurance

Wisconsin school districts are liable for injuries resulting from the mainten-
ance, operation, or use of any school bus which is owned and operated by the
district. No motor vehicle can be used as a school bus unless a policy of bodily
injury and property damage liability insurance, issued by an jnsurer authorized
to transact business in the state, is maintained on the vehicle. Such a policy must
provide bodily injury liability coverage of at least $15,000 per person. Total
coverage limits, based on vehicle capacity, are included in the law. Property
damage liability coverage of at least $5,000 is required. The coverage under such
a policy of insurance is defined in the statutes. These requirements apply to con-
tracted vehicles as well as those owned and operated by the district. [121.53]

In securing insurance on district-owned vehicles, school boards must meet the
requirements imposed by statute. They should also give attention to the adequacy
of the coverage and take advantage of any possible economies. In some cases
minimum requirements will not provide adequate coverage for the district.
Adequate coverage must be detcemined by each board after analyzing local needs.

It more than five vehicles are insured, the fleet liability plan offers discounts
which increases as the size of the fleet indreases. Hired vehicles can also be covered
by the fleet liability plan. Fleets of five or more vehicles are eligible for bodily
injury and property damage insurance on a deductible basis. If the district has
more vehicles than operators, the coverage can be based on the number of
operators. If collision insurance is carried, the use of a rather large deductible
coverage will reduce premiums. Schoo! boards would do well to seek professional
advice in planning their insurance programs in order to secure all possible
economies while maintaining adequate coverage.

Standards .
Rules goveming the design, construction, inspection and operation of school
buses are adopted and enforced by the State Deparitment of Transportation. All
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drivers must be properly licensed by the State Department. of Transportation.

School buses are also inspected by the department to insure that they meet the

- standards which have been established. Rules adopted by the State Department of

i

_ Transportation must be made a part of any contract lor fransporting public school

pupils. {121.52 (1)}

School boards may adopt additional rules for governing the conduct of drivers
and pupils, and for the protection of pupils, so long as these rules do not conflict
with state law. [121.52 (1) (b}]

School boards are responsible for strict compliance with the requirements im-
posed by statute. They rst also recognize the necessity of formulating policies

which will insure the welfare and safety of the pupils being transported. Policies

regarding pupil conduct, pick-up and unloading points, maximum riding time,

maximum walking distance to meet school buses and transportation of pupils -

engaged in pupil activities are needed. Unless such policies exist, the school board
and adininistrator are adrift without rudder or compass when problems relating
to pupil transportation arise.

School Lunch Program

The school lunch program is an integral part of the public school program.
Well-planned and properly prepared school lunches can make an important con-
tribution to the welfare of school children.

The state superintendent has becn given authority to contract for the opera-
tion and maintenance of school lunch programs and provide for the distribution,
transportation, storing, processing and insuring of food products provided by
the Federai Government. {113.34] The Department of Public Instruction is
directed to make supplemental payments to school districts for lunches served
to economically disadvantaged children. [115.34 (2)] School districts may also
provide an opportunity for elderly persons to participate in the school lunch
program. [115.345} School boards may furnish lunches to pupils at district

- expense or they may charge pupils and employees for the cost of school lunches.

[120.13 (10)] -

It is the school board’s responsibility to provide necessary facilities and_per-
sonnel. The development and adoption of policies which will guide the administra-
tion of the lunch program are also esscntial.

Advisory Commiitees

School board members are elected to represent the interest of the public in
the management of the public schools. In order to carry out this task it is essential
that board members keep in touch with public opinion and at the same time pre-
sent the school's needs to the public. Advisory committees of local citizens can
contribute to this two-way flow of information. It is to the advantage of
school boards to take the iead in organizing citizen committees. Too often
when boards fail to involve citizens in important educational decisions
indcpendent committees which tend to oppose the board spring into exist-
cnce. In fact, cvidence indicates the major reason for establishing an independent
citizen's commitiee is dissatisfaction with the school system and school officials.

- If possible, advisory committecs should be organized at a time when schools are

free from serious criticism. Their use should not be limited to emergencies. They
may be organized to assist in developing educational policies and programs, seek

- solutions to specific problems confronting the schools, interpret educational needs
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to the community and enlist broad public support for action programs to alleviate
these needs, or to provide for an interchange of ideas and points of view between
school officials and members of the community.

Organizing Advisory Committees

All advisory committees should be established by formal action of the school -

board. In reaching the decision to form an advisory committee the board
must determine whether such a committee can make a unique contribution to
the task at hand. Several courses of action may be followed in selecting members
to serve on the committee. Members may be selected by the board, com-
munity interest groups may be invited to. name one or more representatives,
or the names of potential members may be solicited from the community at
large with final selection made by a panel of leading citizens. Regardless of which
procedure is followed, the committee should be broadly representative of the
community. Individuval committee members should have sufficient interest and
time to attend meetings regularly, be able to contribute intefligently to the com-
mittee’s deliberations, have an open mind and faith in the democratic process
and be willing to carry their fair share of the load.

Working With Advisory Committees

Once convened and ready to begin work, members of the advisory committees
should be reminded that they meet as representatives of the entire community;
not as representatives of business, labor, religious sects, servige clubs or other
special interest groups. The purpose of the committee, the subject to be studied,
the committee’s authority and responsibility and the way in which publicity is
to be handled should be clearly explained at the first meeting. It must be-made
clear 10 all committee members that only the school board can establish
policy for the district and that the board reserves the right to accept or reject
proposals or recommendations. By the same token, board members must recog-
nize that no advisory committee can function enthusiastically and effectively
uniess the board operates in good faith in all its relations with the committee.

Whether advisory committees are temporary or permanent, they should always
be assigned a specific task. When this task is completed the committee should
be disbanded or, in the case of a permanent committee, another task should be
assigned. If permanent advisory committees are established, membership should
be limited and the committee membership should change regularly.

School boards and citizens have a right to expect that an advisory
committee’s study and recommendations will be based on careful research and
investigation -~ not a pooling of biases, opinions and guesses. Teachers and
members of the administrative staff should work with the committee in planning
its work and gathering data, keep the board informed of developments and
assist the committee in any way possible. An occasional joint meeting of the
school board and the advisory committee will help maintain a close working
relationship and help in ironing out any difficulties which may arise.

Many school boards have found that advisory committees can be very helpfutl

in resolving controversy. They can bring the community’s thinking to the attention ™

of the board. They can also bring the needs of the schools to the attention of the
public. In dealing with such probiems as building needs, tax rates or new courses,
public support of the board is imperative. When the school board and an advisory
committee can reach agreement on these problems, members of the advisory com-
mittee are often influential in enlisting public support for the decisions.
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School Board — PTA Relationships

The Parent-Teacher Association can be a potent force in developing and
maintaining good public relations. With rare exceptions, parent-teacher associa-
tions and school boards share a mutual interest; that of developing the best
possible educational program for the children of the distriet. When school boards
recognize these mutual interests, both the PTA and the school board will benefit.

School boards can cooperate with the PTA on appropriate projects and en-
courage staff mcmbers to participate in PTA activities. Suitable facilities for
meetings should be made available. PTA members must recognize that the school
board is the governing body of the school district and has the responsibility
for all aspects of the educational program. The board can invite and welcome
PTA intercsts but cannot delegate jts own authority in educational matters.

Accreditatian

The North Central Association of Colleges and Secondary Schools is an
accrediting association which was founded in [895, Membership ;5 voluntary; no
school is forced to join. The aims of the association are development and main-
tenance of high standards of excellence for universities, colleges and secondary
schools: continued improvement of the educational program and effectiveness of
instruction on secondary and college levels through a scientific approach to the
solution of cducational problemns; cstablishment of cooperative relationships
between the secondary schools, colleges and universities within the territory of
the association: and maintenance of effective working relationships with other
educational organizations and accrediting agencies.

The standards for membership in the North Central Association are clear and
explicit and school board members should be aware of them. The North Central
Association provides an effective means of evalualing secondary school programs
using the skills of disinterested professional educators in making this evaluation.
Each secondary school is evaluated according to its own particular objectives
within the format of the broad criteria for membership which the association has
adopted.

School board members should be familiar with the program of the North
Central Association and recognize the advantages of membership. School board
members, through their policy-making function, can determine in large part
whether a school meets the requirements for admission and continued membet-
ship. The work of the association is only partially accomplished when its aims
and objectives are understood solely by professional educators.

Evalvation and Accountability
The importance of systematic cvaluation of the effectiveness of a school dis-
trict's cducational program has been highlighted in recent years. These days one
increasingly hears the demand that schools should be ‘‘accountable”. That is,
schools are expected 0 demonstratc that they are accomplishing the objectives
for which they were established, and that they are doing so as efficicntly as
possible.

If school boards are to meet the current demand for accountability, they must
be vitally concerned with the cffectiveness of the school program. They must
demand cvidence that programs are producing the desired results, and that their
administrators ar¢ using the resources made available to the schools as efficiently
as possible. The necd for a comprehensive program of evaluation emphasizes how
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important it is that school districts have access to personnel trained in research,
development and evaluation of educational programs. In larger districts the
administrative staff should include one or more persons highly skilied in research,
development and evaluation; smaller school districts may wish to obtain such
help from their CESA, or from the State Department of Public Instruction.

" Careless or haphazard evaluation of the effectiveness of the school program is a

luxury which school boards and school districts can no longer afford.

The first requisite for evaluation is clearly stated objectives, both for the dis-
trict as a whole and for each component of the educational program. Second, there
must be agreement upon the evidence which will be accepted to determine the
extent 10 which objectives are being accomplished. Third, resources must be
provided to gather, analyze and report the required data. Fourth, the results of
the program evaluation should be made known to all interested parties and cor-
rective steps taken in cases where the objectives are not being accomplished.

Evidence concerning the effectiveness of the school program should be
gathered from a variety of sources. The school administrator, other members of
the district’s management team, and members of the teaching staff can assist in
gathering and interpreting information. Several methods of obtaining the in-
formation needed for evaluation of the school program are available.

Appraisal by Qutside Sources

From time to time it may be desirable for the school board to sponsor a
survey by outside experts. This may be a comprehensive survey which investigates
all features of the school sysiem, it may be a survey made for accrediting purposes,
or it may be a spot survey of a particular feature of the district’s program.

Information From Staff and Pupils

) Supervisiors and teachers can be invited 10 discuss with the board the policies
of their departments and the objectives of their subject matter fields. Representa-
tives of the student council and other student organizations can be invited 10 dis-
cuss with the board the objectives, problems and needs of their organizations.

Information From Testing Progroms
Useful information can be obtained from standardized tests, but these tests

AR shave limitations. Expert assistance is needed to interpret the results, since several

factors need to be considered. A testing program is essential in any school but
test results can be very deceptive when they are used indiscriminately.

Information From Citizens.

Information on what former students are doing and what they think of the
educational program of the local school system is often useful in evaluating the
educational program. Occupational surveys and employer reactions based on
observations of graduates can also be used.

Seck suggestions from doctors, lawyers, ministers, farmers and tradesmen.
Schoo! boards shou!d approve and encourage cooperation between school author-
ities and local business and professional men in making regular occupational

“surveys to determine local employment and traiming needs of professions, busi-

nesses, industries and agriculture in the vicinity.

After seeing that information is gathered from these various sources, ask the
administrator and his staff to interpret the information. The school board must
then draw its own conclusions about the effectiveness of the educational program.
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' Weak spots should be cxpected and action taken to eliminate them. It is only
~ through comiprehensive evaluation that the school board can keep the educa-
tional program in tunc with the times.

Points 1o Remember

“ School boards must provide for the organization, gradation and manage-
ment of the schools.

Y Clear and definite policies are needed in dealing with controversial issues.
“ Today’s schools offer many special services.

Y The curriculum cousists of everything pupils do under the direction of the
school.

W Requirements for pupil transportation are contained in state laws.

Y Citizens’ advisory committees can be of great help to school boards.

! ¢ The soundness of school board policies is revealed in the quality of the
district’s educational program. i

For further reading, sec Appendix.
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CHAPTER VIII
THE SCHOOL BOARD AND SCHOOL FINANCE

Some of the most challenging and perplexing problems facing  school
boards are those associated with the finapcial support and management of the
schools, Financial problems are closely related to those in all other areas of school
mangement, Adoption of board puolicy on class size. revision of a salary schedule
or plitnning for schoot plant expansion arc examples of decisions in other arcas
which have important repercussions in financial planping and management.
Decisions about school finanee cannot be made in o vacuvm, The board ntust
weigh cach progosal in terms of its contribution to the educational program of
the district as well as.dn wrms of available financial resources. The goal in every
case is (o achieve the most cffective utilization of available resources. Every
schoot bourd member must be acquairted with the legal provisions for school
“finanee and with elfective procedures in finaacial management if this goal is
to be reached.

Budgets

A budget is a complete financial plan for a definite period of time, typically a
schwol year. However, the importance of fisead planning extending over o longer
period of time is increasingty boing recognized. A school budget must be based
on a clearly deflined cducational plan designed 1o meet the needs of children in
the district. It should include carcful estimates of receipts and cxpenditures based
on such o phan, When properly used, @ budget is one of the most effcctive tools
at the bourd's disposal for allocating financial resources to meet the necds of the
schools in an etfective and an efficient manner. Lo recognition of the importance
of school district budacting, the Wisconsin Association of School Boards has de-
vefoped and published 2 guide. The Budgeting Cycle, which covers the subject
in greater detail than is possible in this chapier.

Stute Jaw requires that every fiscully independent school distriet, i.c., every
schoul district having power to fevy a gencral property tax, formulate a budger

and hold o public hearing on it. This budget must list all existing indebtedness,
" anticipitedgevenues and proposed appropriations for the following year. 1t also
. must show dictual revemies and expenditures for the preceding year, actual
tevenues and expenditures for at least the first six months of the current year, and
©estimated revenues and expenditures for the balance of the current year. A sum-
mary of the budget, notice of the plaee where the detailed budget moey be exs
amined. and noviee of the time and place of the public hearing on the proposed
budger must be published as specificd in Chapter 985 of Wisconsin Swatutes at
Ieast £S5 davs prior to the time of the public heating on the budget. Howewver, a
schout district which reproduces and makes general distribution within the district
at least 15 davs prior o the andual mecting of an annual report incorpoerating a
budget sammary is not required w publish notice of the budget hearing. The
public hearing on the budget is held ar the same time and place as the annual
district mecting in commen and union high school districts. Any resident or tax-
piyer of the district must be given an opporlunity to be heard regarding the
propuosed budget. [63.90 (1)(3)]

In school districts which are fiscally dependent. ie.. where the schooel board
must submit the proposed budget to a city couneil or fiscal board for approval.
misunderstandings ogcasionally arise, The law specifies that on or before the
4th Moaday in July cach vear. the school board in a city (or joint city) school
district must estimate the expemses of the public schools for the coming year and
e Q4
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the amount which must be ruised by taxation and certify the estimate to the city -
clerk who then must submit the estimate to the common council or fiscal board
ar us next mecting. The common council or fiscal board must consider the esti-
mates submitted by the school bourd and. by resolution on or belore the 4th
Monday in August. determine and levy the amount of tax to be raised for school -
purposcs during the ensuing vear. [120.49 (4): 120.51 (1), (2)] Thus, the city -
council or fiscal board legally may exercise control over the amount of school -
revenue t0 be raised by locul taxation, and may decide o levy less than the
amount requested by the school board. The city council or fiscal board may not

speeify the items or expenditure catcgorics where reductions are to be made; it -
may alter only the totul tax levy requested by the school board. Decisions as to -
whether or not specific expenditurcs are 1o be made repiiin the prerogative of the
school board so long as it stays within the total amount authorized by the city |
council or fiscal board.

Since a unificd school district is fiscally independent, but does not hold an
anpual mecting, a somewhat different budgetary procedure is followed in such -
districts. In unificd school districts the school board determines the amount
of money necded to operate the schools, holds a public hearing on the proposed
budget, adopts the budget and certifics the necessary tax levy to the clerks of the .
muiicipalities involved. | 65.90, 120.71 (2)} '

The possibility of applying a planning, programming, budgeting, cvaluating
system (PPBES) to the process of cducational budgeting has attracted much atten- -
tion in recent years. In this approach to budgeting, the specific objectives to be
accomplished by the school system are First identificd and measurable objectives
which can be employed o evaluate progress toward these objectives are stated. -
Various cducational programs which might accomplish the specified objectives
are then designed. estimates of the cost of cach program are prepared, and a
choice is made from among them. Budgeting and accounting both arc ticd to.
specific cducational program categorics rather than to such broad functiopal -
categorics as administration, instruction and the like. Progress toward accom-
plishment of the identificd program objeetives is monitored closcly and changes
arc made when neeessary o insure that the objectives of the program are being
accomplished. Program cvaluation is of two types — formative and summative.
Formative cvaluation keeps track of the program on a daily or weekly basis to
insure that it is operating as planned. Summative evatuation is used to determine
whether or not the program has been successful.

PPBES can be particularly uscful in mceting the growing demand for ac-
countability. Also. when PPBES is used, budgetary needs are projected over a
much longer period than the onc-year time span which has been typical-in educa-
tional budgeting. It is important to project budgetary needs over at least a five-
year period i order to identily the program which is most likely to achicve the
desired results in the most cfficient way. When properly applied, PPBES requires
school administrators and school boitrd members to focus on the various cduca-
tional programs or activitics financed by the budget wnd to examine carcfully
several alternative methods for accomplishing the objectives of cach progrum. It
appeirs cortain that there will be. increasing use of the PPBES approach to
managing a school district’s fiscal rcsources,

Budget Preparation

A school budget should be based on an cducational plan which lays out the
work 10 be done, the policics to be followed and the programs to be cophasized.
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The budget translates the district’s cducutionat plan into financial terms. Intelli-
gent budget preparation is impossible unless the district has developed an edu-
cational plan which refleets its philosophy and objectives, both short-termy and
long-term, ' '

The respensibility for budget preparation should be delegated o the superin-
tendent who, in turn, will enlist the aid of the school staft in determining needs.
Budget preparation is a continuous process. As soon as one budect is adopted,
preparition of the pext onc starts. Adeguate tinie and competent personnel are
needed if the job is to be done properly.

Presentation ond Adaption of the Budget
When the administrator has completed the integration of the educational,
spending and financing programs of the district into a preliminary budget, he
presents this tentative budget 1o the school boiwrd for discussion and ap-
. proval. The bourd’s evaluntion of the budget can be made much more casily if a
o program budget giving a briet cxplination und supporting cach proposed ¢x-
penditre in siimple, meaningful terms has been prepared. This cnables cach
board member to visualize what the money proposed for cach calegory will buy
and provides a convenient way 1o present fucts and figures supporting the pro-

poscd cXpenditures. )

Every school board member should approach the proposcd budget with an
open mind. True ceconomy is obtuined by the wise use of public funds, not by in-
discriminate slashing of cxpenditures. When the bourd has reached an agreement
on ull items, it should adopt the proposed budget in final fori for presentation ut
the required public hearing.

Every school bourd member is well aware of the public’s interest in the scbool
. budget. The school budger will affeet every taxpayer in a very sensitive spot, his
-+ pocketbook. More important, the school budget will dircctly affect the guality of
the cducational program available 1o the children of the district. Expericnee has
shown that the recommended budget will be aceepted more readily if it has been
adequately publicized and cxplained. When citizens have had the opportunity to
participate getively in the educational affairs of the district and have been kept
informcd of the financial needs of the schools, they arc much more apt to accept
the proposed budget than when scerecy prevails,

In common and unton high school districts the annual district mecting has
been given authority 1o voic u tax levy for school operations, [120.10 (8)] In ad-
dition tocthe tax Jevied for eurrent operalion, any tax necessary 10 discharge debis
or liabilitics of the school district must be Ievied. [120710°(9))

As noted previously, in city (or joint city) school districts the school board
must submit its recommended budget to the city council or fiscal board by no
.~ later than the 2¢ch Monday in July. The city council or fiscal board is empowered
i to determine the anmtount of tax which shall be levied for school purposes. | 120151
o (1) (2)] While it may reduce the tax levy recommended by the school board, the
city council or fiscal board has no power 1o specify the categories in which budget
cuts must be made. .

Budgcts in unificd school districts arc adopted by the school board after
a public hearing on the proposed budget has been held, [120.75]

Adoption of the budget by the district clectors, city council, fiscal board
or school board complctes this phasc of budgeting. However, if the clee-
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tors at a district meeting fail to vote a tax sufficient to maintain the district
schools during the ensuing year, 6F have voted a tax greater than needed, the
school board may determine the sum necessary to maintain the operation of the
sch%ols and certify this to the municipal elerk by the last working day in October.
{120.12 (3)]

Administration of the Budget

The official adoption of the budget changes it.from a series of proposals to an
action program. School boards should recognize that the administration of the
budget is a job for the superintendent, not the board. Written policies defining the
superintendent’s authority in this regard are very important. He should be given
a green light to proceed with routine expenditures. Major expenditures should be
submittcd to the board for approval. If the board has carefully examined the
tentative budgcet before approving it, there seems to be little reason for approving
routine expenditures. Insistence on approving each expenditure before 1t can be
made wastes valuable meeting time and creates tension between the board and
administrator. As long as the superintendent operates within the budget and uses -
busincss-likc procedures, he should be given full authority to proceed with routine
expenditurcs. :

Board members should expect the administrator to keep them informed of the
status of the budget, both as a whole and by catcgories, as the year progresses. A
scheduic of vouchers payable should be submitted to the board for formal ap-
proval cach month before checks are issued. An up-to-date budget report showing
the status of all revenne and expenditure accounts should be prepared and
submitted to the board each month. The Department of Public Instruction has
been authorized to prescribe 2 uniform financial accounting system for school
districts. {115.28 (13)] School district aécounting systems must be compatible
with the uniform system prescribed by the Department of Public Instruction
[120.14 (2)] and the distriet’s estimated budget must be based on that system.
f121.05 (1) (c)] The accounting system should provide for encumbering accounts
when purchase orders are written so that the monthly budget report will provide
an gaccuratz picture of the district’s finanecial status. By carefully spelling out
the policics and procedures to be followed in administering the budget, the board
can avoid dcaling with petty problems while retaining effective control over the
administration of the budget. .

Since the school district’s budget should have been prcpaved with a well-
dcfined educational plan in mind, wholesale revision of the budget can only dis-
rupt the accoinplishment of the district’s educational objectives. While a cegtain
amount of leeway to meet unforeseen developments is essential in any financial
plan, once the budget has becn adopted revision of budget citegories should be
the exception rather than the rule. The adopted budget should be adhered to as
closcly as possible and should only be revised when emergencies arise. Alterations
in the amounts and purposes of the appropriations stated in the budget may be
madc only when authorized by a vote of two-thirds of the cntire membership of
the school board and the change is published as a elass onc notice under Ch. 985
within 10 days after the alteration is madc. [65.90 (5)]

Appraisal of the Budget

School boards have an inescapable responsibility to evaluate the cffectiveness
of the budget. No school budget, no matter how carefully prcparcd and adminis-
tered, cun be rcgarded as satisfactory unless it does the cducational job. Again,
a cooperative approach is csscntial. The board and administrator should con-
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tinuously evaluate the cffectiveness of the educational program and take the
necessary StepPs to correct weak spots. Both budget preparation and budget ap-
- praisal must be continuous processes if their maximum vatue is to be realized.

< Awmdits — An audit i an essential part of financial appraisal. In common,
“-union high schoo! and unified school districts the school board is required
* 'to have an audit of the school district’s accounts made at the close of each fiscal
~-year. The board may. either employ a licensed accountant.to perform the audit or
¢ 1t may request the Wisconsin Department of Revenue to audit the school district’s

accounts, install a systtm of accounts, or advise and make recommendations
_ concerning the existing system of accounts. The cost of ‘the audit is paid from
- school district funds. [120.14 (1) (2}] In common and union high school districts
the voters at the annual meeting may authorize and direct that an audit of the
school district’s accounts be made either by a licensed public accountant or by
the Department of Administration. {120.14 (3)] In fiscally dependent school
+districts school district funds are disbursed by the city and school accounts are
" audited with other city accounts. ’

The importance of a comprehensive audit by a competent auditor cannot be

- over-emphasized. An audit not only discloses dishonesty and illegal expenditures,

but more important, it provides the basis for improvement of the accounting sys-
tem and insures that good business management practices will be folowed.

Sources of Revenue

One major problem school boards face is getting ¢nough moncy to sup-
- port the schools. The problem is complicated by a much greater demand for
- education, the dwindleg value of the dollar and competition with other public
agencies for tax revenue.

: Present methods of financing public elementary and secondary schools have
- drawn increasing criticism in recent ycars. It is now generally recognized that in
- most states the existing provisions for financing public elementary and secondary
- schools do not result in equality of educational opportunity for children within
the state. Public attention was called forcefully to this situation by the decision
- of the California Supreme Court in the Serrano case in August, 1971. The Court
held that California’s school finance system violated the Fourtcenth Amendment
of the U. S. Constitution, 2s well as certain provisions of the California Constitu-
tion. The California court was of the opinion that the amount of revenue available
for a child’s education should not be a function of the wealth of the district in
which the child resides; it should bc a function of the wealth of the state as a
whole. Similar rulings have been handcd down_ by courts in Minnesota, Texas,
New Jersey, Wyoming, Arizona and Kansas.

The Texas case, Rodriguez v. San Antonio Independent School District, was
appealed to the United States Supreme Court. The Supreme Court ruled in a
¥ 5-4 decision that the Texas state school support program did not violate the
‘. due process and equal protection provisions of the Fourteenth Amendment even

though expenditures per pupil in Texas school districts varied quite widely.
The Court recognized that the Texas school aid program was far from perfect
“and suggested that the task of developing a more ¢quitable program should be
addressed by the Texas legislature through the political decision-making process.
Thus, the Supreme Court’s decision in the Rodriguez case leaves school finance
reform in the hands of each state.
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It is important for school board members to recognize that Article I, Section 3
of the Wisconsin Constitution states: “The Legislature shall provide by law for
the establishment of district schools, which shall be as nearly uniformh as prac-
ticable ....” .

The Governor of Wisconsin appoi;fted a Task Force on Educational

: Financing and Property Tax Reform which met throughout 1972 and prepared
- - a series of proposals for reform of “Wisconsin’s state school support program.™

Most of the Task Force’s proposals were accepted by the Governor, were in-
corporated into the budget he proposed to the Legislature in 1973 and, after
extensive debate, were adopted by the Legisiature. The major change was the
adoption of a “power equalizing” program, i.e., a program in which each dis-
trict’s state aid depends upon its jocal school tax levy and its equalized valuation
per pupil. In general, the lower a district’s equalized valuation and the higher
its school tax rate, the greater the state aid it receives.

The most controversial aspect of the new state aid program was the “negative
aid” proviston under which districts with very high valuations per pupil were
required to pay into the state treasury funds obtained from their local school
tax. The negative aid provision was ruled uncoastitutional by the Wisconsin
Supremc Court in November, 1976, and thus is no longer in efiect.

local Sources

In Wisconsin the general property tax is the only important source of school
fundsat the local level. As was previously noted, the electors at the annual dis-
trict meeting have been given authority to vote taxes for school purposes, subject
to certain limitations. [120.10 (6)-(11)] These taxes are levied on taxable pro-
perty located within the boundaries of the district. Over 50 percent of the revenue

available to local schools comes from general property taxes levied by school .

districts, with small amounts coming from other local sources (gifts, revenue

from schoel activities, sale of obsolete equipment, etc.). Provision is made for
yments in lieu of taxes to school districts in which county or state institutions,
ospitals, airports and veterans housing are located, [59.07 (13)]

State Sources
The purpose of Wisconsin’s state aid program for public schools is best ex-
plained by quoting directly from the statute:

It is declared to be the policy of this state that education is a state func-
tion and that some relief should be afforded from the local general
property tax as a source of public school revenue where such tax is ex-
cessive, and that other sources of revenue should contribute a larger
percentage of the total funds needed. It is further declared that in
order to provide reasonable equality of educational opportunity for all
the children of this state, the state must guarantee that a basic edu-
cational opportunity be available to each pupil, but that the state
should be obligated to contribute to the cducational program only if
the school district provides a program which meets state standards.
It is the purpose of the state aid formula . . . to cause the state to
assume a greater proportion of the costs of public education and to
relieve the generarproperty of some of its tax burden. [121.01)]

Funds provided by the state comprise about 40 percent of the revenue avail-
able for public school operations. Most of this money is provided by appropria-
tions from the state’s general fund, although some income from the common
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- 5chool fund and from “earmarked” taxes also is available. The bulk of the revenue

for state aids and property tax relief is provided by state taxes on income
and sales. Other sources of state revenue are taxes on motor vehicles, utilities
and inheritances and occupational taxes and licenses.

The income from the common school fund consists of interest derived from
the principal of the common school fund, as well as certain fees and fines. [ Wis-
consin Constitution, Artide X, Section 2;.25.21..25.22, 25.23). Income from
the common school fund is distributed annually to school districts and must be
- used to purchase library books. [43.70] This money is distributed on the basis
i~ of the total number of children between the ages of 4 and 20 years residing in
the school district.

The Wisconsin state aid Jiyrogram cstablishes a primary and a sccondary
guaranteed valuation per pupil for cach school district. The guaranteed. valua-
tion per pupil i1s adjusted regularly, generally anaually. For the 1975-76 and
1976-77 school years the primary guaranteed valuation per pupil for K-12
districts was $90.200 and $102,700, respectively. The secondary guarantced
valuation per-pupil is determined by dividing the equalized valuation of the state
by the number of pupils enrolled in the state. [121.07 (7) (8) (9]

By Qctober 1 each year the scheol district clerk must file with the Depart-
ment of Public Instruction a report stating the pumber of pupils enrolled on
the third Friday of September; the number of teachers employed by the district
on the third Friday in September and the estimated budget for the current school
-&ar. [$21.05] The full value of the taxable property in cach school district must

certified to the state superintendent by the Department of Revenue by October
1 each year. [121.06] These figures provide the basic data for computation of
¢ the state aid each district will receive.

£ The state shares in the cost of operating the public schools. “Shared cost”
L is defined as the cost of opcration, minus the opcrational receipts, plus the
principal and intercst payments on long-term indebtedness and annual capital
- outlay not exceeding $100 per pupil, for the current school year. The state has
imposed “cost controls™ on local districts in recent years in an attempt to stabilize
" propenty tax rates. In computing the state aid to which a district is entitled, that
rtion of its shared cost per pupil which exceeds a stated percentage (10 percent
for 1975-76) of the avcrage pupil shared cost in the state for the previous school
year not eligible for primary aid. [121.07 (6), 121.91, 121.92) Primary aid,
which is based on the primary guaranteed valuation, is computed on that part of
~ a district’s shared cost which does not excecd the specified percentage of the
statewide average shared cost for all school districts. Secondary aid, which is
based on the sccondary guaranteed valuation, is computed on the portion of the
district’s shared cost which exceeds the specified permissible percentage of the
average statewide shared cost. Provision is made for a referendum to sceure ap-
proval of a higher level of expenditure when the budget recommended by the
saihool lgoard or district annual meeting exceeds the allowable shared cost budget.
- [121.93]

The Department of Public Instruction’s Division of Financial Aid Services

. prepares forms which may be used in computing the state aid to which a

district is entitled. The forms arc revised regularly to incorporate any
changes made by the Legislature. The Budgering Cycle. published by the
Wisconsin Association of School Boards, provides more detatled information
concerning the computation of state aid.
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To qualify for state aids, a school district must place af least a minimum levy
upon the equalized vajuation of property in the district. School districts operating
only grades K or 1-8 and union high school districts must levy at least 3 mills,
while an integrated aid district operating grades K or 1-12 must levy at least 5 -
mills. [121.02 (1) (m)] The state superintendént is empowered to withhold state
aid from any school district which does not operate in such manner as to gain
his-approval.- Also, 0o state -aid may be. paid to a district which fails to meet-—
ceriain Statutory requirements. [121.17]

State aids are also paid for a variety of specific activities. These aids are
appropriated from the general fund under provisions of the Wisconsin Statutes.
(Transportation aids were discussed in Chapter VIL) The state pays tuition for.
children residing in children’s homes and foster homes and for children of parents
employed at or residing on the grounds of state ot federal military camps, federal
veterans hospitals, or ‘state charitable ot penal institutions. [121.79] State aid
is paid-to help defray the cost of educating children with exceptional needs
[115.88]; for the support of summer school classes [121.14]; and for the
support of driver education programs [121.15].

Several classes of property otherwise exempt from property taxes are specifi-
cally made subject to special school taxes by statutes. Agricultural land owned or
held by the University of Wisconsin [70.116]; certain agricultural land owned by
the state [70.117]; real estate owned by a county whete the county receives in-
comc from parsons occupying such premises who have a child or children entitled
to attend public schoof 10 the district in which the property is located (70.175);
and land owned by the state or a municipality which-is residential property and is
used by or held for a public educational institution [70.114] is subject to school
taxes. Provision has been made for payments in lieu of taxes on property in state-
owned public hunting grounds, game reserves or refuges [70.113] and in the
fees paid for mobile home parking permits. [66.058 (8)] School board members
should rcfce to the appropriate statute for further information,

Federal Sources

_ The fedcral government providcs about 7 percent of the revenue available to
Wisconsin school districts. Federal aid for education generally has been designed
to stimulatc specific educational activities rather than for general support of
educational programs. Thus, funds available under the Smith-Hughes, George-
Dean and George Barden Acts have stimulated ¥ocational education and funds
providcd by the School Lunch Act have stimulated local school lunch programs.
Federal funds also have been made available to assist schools in areas where
activitics of thc fcderal government have created particular problems for local
districts, e.g., arcas adjacent to military installations.

Thc National Defense Education Act of 1958 (NDEA) provided grants to
thc statcs for strengthening science, mathematics and modern foreign language
instruction; for guidance, testing and counseling to identify and encourage able
students; and for improvcment of the statistical services of state education
agencics. Many Wisconsin school districts took advantage of NDEA funds to
improvc their physical facilities and curricular offerings.

The Elcmentary and Secondary Education Act of 1965 (ESEA) represcated
what many tcrmed a “breakthrough™ in federal aid for education. First, it made
availablc a significant amount of money for the support of local school district
programs and sccond, it represented recognition by Congress that education is
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an extremely important tool in any program which attempts to reduce and
eventually eliminate economic and cultural deprivation. Titles I, II, and III of
the Act were of particular importance to local school districts. Title I made
available money to support programs designed specifically to meet the needs of
economically disadvantaged pupils. The amount of nioney to which a district is
entitled depends upon the number of pupils in the distriet who come from eco-

- nomically disadvantaged-homes. The money.is released to local districts for sup- .

port of approved programs desigﬂed specifically to meet the particular educational
needs of such pupils. Title H of the Act made available funds to provide a richer
array of instructional materials for both public and non-public school pugpils. Title
III of the Act provided funds to develop, test. and disseminate information con-
cerning exemplary educational programs. Title I and Title IT programs have
from their outset been administered by the Department of Public Instruction
within the guidelines established by the U.S. Office of Education. Administration

of Title 111 programs was transferred from the U.S. Office of Education to state--

depdrtments of education several years ago.

The Education for All Handicapped Children Act (P. L. 94-142) enacted by
Congress in 1975 holds promise of providing substantial funds to local school
districts. The money appropriated under this act is to be used to extend services
to handicapped children not currently being served and to handicapped children
not currently being served adequately. At least 75 percent of the money provided
by the act is to flow through the state to local school districts and intermediate
agencies that are providing educational services to handicapped children.

Handling School Indebtedness

Most school board members are well aware that current revenues often fall

. short of meeting day-to-day needs. When this happens borrowing is a necessity.

It is often necessary to borrow money for short periods of time t0 meet expenses
until tax money is available, It is sometimes necessary to borrow for long terms
to meet construction expenses when building projects are under way. In either
case, board members need to be familiar with legal restrictions and good business
practices. .

Limitations on Indebtedness

School districts have no inherent power to issue bonds or g0 into debt. What
power they do have is conferred by the state. School districts can only borrow for
the purposes defined in state statutes and must conform to all directions and
limitations imposed by the Constitution and statutes.

Common school districts, unjon high school districts and unified school dis-
tricts are authorized to issue bonds to purchase. erect or improve school buildings,
acquire sites, equip school buildings. refund indebtedness and for other purposes.
[67.04 (6)} Citics may also issue bonds for school purposes. [67.04 (2) (b)]
Any school district which operates grades 1-12, and which at the time of incurring
indebtedness is eligible to receive state aid, may incur a total indebtedness not
exceeding 10 percent of the state equalized valuation of the taxable property
in the district. City school districts may incur indebtedness for school purposes
only of an amount not in excess of 10 percent of the statc equalized valuation of
the taxable property in the city or joint city school district. (A city ajso may incur
indebtedncss of not more than 5 percent of its cqualized valuation for other city
purposes.) 1n all other schoo) districts the total indebtedncss of the district cannot
exceed 5 percent of the statc ¢qualized valuation of all taxable property in the
district. [Wisconsin Constitution, Article X!, Section 3; §7.03 (1)]
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Obtaining the Needed Funds

Short Term Loans — A school district may borrow money to meet immediate
school expenses. Such loans cannot extend beyond September 1 of the following
year nor exceed one-half the estimated receipts for operation and maintenance
during the current school year. [67.12 (8)] State aids, tuition revenues or taxes
levied may be pledged as collateral for these loans. Short tetm loans secured by
the assignment of state aids, tuition revenues or taxes levied are to be construed
“as a paid debt in computing the district’s outstanding debt. [67.12 (8a)]

Borrowing on Promissory Notes — School districts are authorized to borrow
money on promissory notes for as long as ten vears. Money obtained in this way
may be used to acquire school sites, make permanent improvements, enlarge
existing sites and buildings or purchase equipment. Before such a loan is made,
the school board must adopt and record a resolution specifying the purpose and
amount of the loan, the installments and the rate of interest. The resolution must
also levy a direct, annual, irrepealable tax sufficient to pay each installment and
interest as it becomes due. The resolution must be adopted by a two-thirds vote
of the board. [67.12 (12)] School districts created through the abandonment of
a city district may issue promissory noies to refund indebtedness assumed by the
creation of the new district. If the promissory note exceeds $5,000, notice of
passage by the board of a resolution to borrow in this manner must be posted or
be published within 10 days. A referendum on the board’s resolution must be
heid if requested by petition of 500 electors or 20 per cent of the electorate within
15 days after the notice is posted or published. The board has authority to proceed
with the loan if (a) no referendum is requested or (b} if the referendum carries.
[67.12 (12) (d) (e)]

Borrowing Through Bond Issues — The great bulk of school borrowing for
long term needs is done through the use of bond issues. The procedures which
-~ must be followed in school bond issues are clearly defined in the statutes and
must be followed rigidly. The question of whether to finance by promissory notes
or by bonds is one that each board must answer for itself after studying the local
situation.

Approval of Bond Issues

With thc exception of bonds issued to purchase the school pmpertg_ of a city
because of abandonment of a city school plan or common school district, or
creation of a unified school district [67.04 (7)], all school bond issues must be
approved by a majority of the qualified electors who participate in an election
held for that purpose in common, unified and union high school districts. The
proccduie which must be used in securing approval of bond issues is found in
Section 67.05. The initial resolution to issne bonds may come from the school
board or from the electors of the district. When such a resolution has been
adoptcd, the cierk of the district must call a special meeting of the district at
which timc the resolution is presented to the electors of the distnict for approval
or rejection. [67.05 (6)] In a school district which includes all or part of a village
or third or fourth class city within its boundaries the procedure defined in 67.05
: (6a) or (6b) must be followcd. City district bond issues are subject to the approval
‘ of the city council or to rcfercndum. [67.05 (7) (b))

School boards should employ the assistance of legal counsel during the entire
period of bond approval and issuance. Failure to follow the required legal pro-
cedure may be suficient cause to invalidatc the referendum as well as any bonds
that may be jssued.
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- Tt also is advisable for school boards to secure the assistance of a well-quali-
+ fied consultant specializing jn municipal bonds. Such a person can give invaluable
...advice concerning the information which should be provided, firms which rate
- -the quality of municipal bonds, the information which should be included in a
= prospectus distributcd to prospective bond buyers, and the timing of the bond
issue. The fees charged by such a consultant frequently are repaid manyfold by
the lower interest rates the district js able to secure on its bond issue.

It is important that adequate publicity explaining the necds of the schools and
. relating these needs to the proposed bond issue is published before a school bond
i referendum is held. It will be much easier to obtain public approval of a bond
T issue if members of the community are actively involvegin school affairs. Citizens’
advisory committees can be of real help in analyzing school needs, making recom-
mendations to the school board and c¢xplaining the proposcd program to the
clectors of the district.

Planning and Selling Bond Issues

Board members must realize that school bonds arc a saleable commodity.
They must satisfy the needs of prospective purchascrs if the district is to obtain
the lowest possible interest rates and maXimum economic returns.

: The maintenance of a good credit rating by prompt payment of bills, prompt -
. replies to inquiries from investors® scrvices and cfficient management of day-to-
: day business operations will help create a favorable climate for bond' issucs.

: Attention should also be given to investors’ wishes when planning a bond
. issue. Bonds shouid be printed on high grade paper by an experienced bank note
printing company. Most investors prefer bonds of $1,000 or $5,000 denomina-
tion.

Many investors are more interested in bonds when the principal and interest
are payable in a large financial center. A prospectus describing local conditions
and details of the bond issue will be greatly appreciated by prospective buyers.
The advice of a recognized bond counselor or competent attorney to insurc that
all legal requircments have been satisfied is essential.

Timing the bond issue so that it appears at a time when the market is not
-glutted with other securitics is also an important factor -in successful bond sales.
Adequate time should be allowed for prospective buyers to study the issue and
clarify any questions thcy may have. The sale should be advertised in leading
financial Journals such as the Daily Bond Buyer and in the official state ncws-
papcr. Attention to these details will often save thousands of dollars in interest
charges when a large bond issue is placed on the market.

‘Awarding. Issuing. and Retiring Bond Issves

Bids should be opened at the exact time specificd and no late bids should be
accepted. The district’s bond counsclor should be present to sce that all legal
technicalitics have been taken care of properly. He can also provide cxpert advice
in determining the low bidder and awarding the issue accordingly.

-The form and content of school district bonds are specified by statute and
must be strictly eomplied with. [67.06] Provision is also made for registering
‘bonds. [67.09] Either term bonds or serial bonds may be issucd. In cither casc,
all bonds must be paid within twenty years from the date of issue. [67.07]
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Experience has shown that serial bonds are much better suited to the needs of
school districts than are term bonds. When serial bonds are used, annual pay-
ments of approximately equal amounts are used to pay the interest and reduce -
the outstanding debt. Term bonds, on the other hand, are alf paid at the same
time. This means the district must establish a reserve and accumulate funds so
that money is available to repay the loan at the end of the Eeriod. Not only must
interest be paid on the entire loan over-the full peried-of the loan; but the board -
is faced with the problem of managing the reserve fund during this entire period
of time. Serial bonds eliminate the need for a reserve, save on interest charges
and make budgeting a much easier job.

It is often a good practice to issue callable bonds. This is particularly true dur-
ing times when interest rates are high. Bonds which are callable and bear high
interest rates may be refunded at some future date at a lower rate of interest.
Although callable bonds may require slightly higher interest rates, the feature is -
well worth considering. Permission for Wisconsin school districts to issue caliable
bonds has been granted by statute. [67.06]

After bonds have been issued, a special levy for debt service is authorized to
the extent nccessary to meet the district’s obligation. Tax limitations for school
operation do not apply to the tax levy necessary for paying principal and interest
on bonds and notes. [67.035] School district clerks are required to certify the
amount of tax required for the annual repayment of any loan to the proper town
or municipal clerk before the last working day in October of each year. [120.17
(8)] Municipal clerks determine the proper debt service levies and make the
tax collections. :

State Trust Fund Lloans

Wisconsin school districts may borrow from the State Trust Fund and, insofar
as practicable, they are given preference over other applicants. Loans from the
State Trust Fund may be uset.lJ for operating and maintaining schools; erecting
--and remodeling schools; purchasing sites, transportation vehicles, bus garages,
school equipment or school playgrounds; and refunding school district indebted-
ness. [25.01 (3), (4), (6)] The debt limitations and time limits previously dis-
cussed apply to these loans. All loans must draw interest of at least 2 per cent
annually. Installments may be repaid in advance of the due date. [25.02 (2}, (3),
(4). The procedure to be used in applying for these loans is found in 25.05. The
Ioans may be used only for the purpose specified in the application. [25.10]
The tax levy necessary to repay the principal and interest due on State Trust
Fund loans is added to the school district’s regular tax levy, collected in the
same manner as- the school district tax, and must be remitted to the State Treas-
urer by March 30. [25.09] School boards should investigate the possibility of
obtaining a loan from the State Trust Fund when long-tcrm' borrowing becomes
necessary.

School Building Corporations

Schoot boards may enter into agreements with nonprofit building corporations
when authorized to do so by the clectors at an annual district meeting. These
agreements must be for the purpose of providing buildings and equipment for
elementary er sccondary schools. A building corporation may be organized by a
school board. School buildings constructed by the corporation are leased by
the school bourd for the use of the district. The school building corporation is
used principally as a device for obtaining needed school buildings and equipment
without incurring indebtedness. In practice, school building corporations provide
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-a means of circumventing the debt limitations imposed on school districts, since
“ any-debts incurred by the building corporation are not considered in computing
the outstanding indebtedness of the district. The legal provisions for school build-
- ing corporations are found in Section 120.19 of the statutes.

Sinking Funds

snr. Electors at the annual mceting of common .or.union high. school- districts, or

the school board of a unified school district, may vote a tax to create a
. sinking fund to be used in financing all current and future capital expenditures.
" Money raised for this purpose must be deposited in a separate fund. It cannot be
used for any other purpose, or transferred to any other fund, unless authorized by
+a two-thirds majority vote of the total number of the residents of the district who
are eligible to vote at a school district meeting. [120.10 (10}]

.City school districts arc authorized to create sinking funds to finance the con-
struction of school buildings. The city treasurer must deposit this meoney in a
separate fund. 1t cannot be used for any other purpose unless authorized by a
three-fourths majority vote of the members of the school board and approved
by thc city council. [120.56]

The problems involved in administering and investing sinking funds have
tended to discourage their usc and the use of serial bonds has eliminated the
. need for sinking funds in conneetion with bond issues. However, sinking funds
together with current operating levies do provide a method of pay-as-you-go
financing and a means of eliminating the interest payments which bond issues
always entail. The advantages and limitations of sinking funds in specific situa-
tions should be studied carefully by school boards to detcrmine the role they
. might play in a district’s financial program.

Depositories for School Funds

School boards are required to designate the bank or banks where money be-
longing to the district is to be deposited. [120.12 (7)] The district treasurer must
deposit district funds in the designated depository as soon as they are réceived. He
is not liable for the loss of money after it is so deposited. Failure of the treasurer
to deposit school funds as directed is sufficient grounds for his removal from of-
fice. [120.16 (5)] The schoot board may, by resclution, authorize the use of
facsimile signatures on district checks. A certified copy of the resolution must be
filed with the district clcrk and with the public depositories involved. [120.16 (2)]

Meetfing Insurance Needs

School hoard members have a legal and moral responsibilty to safcguard the
community's investment in school property, protect the health and safety of school
“children and employees and provide for the replacement of school property when
‘losses do occur. Boards can take a big step toward meeting these responsibilities
by developing a good insurance program for the district. Rapidly jncreasing in-
vestments in school plant and equipment, statutes imposing liability on school
districts and laws permitting district funds to be spent for certain kinds of in-
" surance have been important factors in the increasing importance of the school
insurancc program. In developing a school insurance program three important
criteria must be kcpt in mind. A good insurance program should providc adequate
coverage for all the risks which need to be covcred by insurance, It should take
advantagc of all possible cconomies in providing this coverage. Finally, it should -
'confopn with legal requiremcents in all aspects. :
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School districts are faced with the possibility of loss or damage in two major -
areas: loss or damage to property and injury to persons. Although school board
members are not expected to be experts in all phases of insurance, they should
be familiar with the statutory provisions for insurance and -with effective pro-
cedures for developing school insurance programs.

Statutory Provisions

Some of the Wisconsin aws dealing with school insurance are mandatory.
That is, they require that certain types of protection be carried. Others are per-
missive and give school boards authority to engage in certain types of insurance
activity. These provisions can best be summarized by listing the statutes dealing
with school insurance.

1. School boards are required to keep schoot buildings and equipment amply
insured. If funds are not available to pay premiums, the board may
borrow money on, a note to pay them. [120.12 (6))

2. School boards may purchase accident insurance covering pupils in the
district. Premiums on this insurance cannot be paid from school funds
unless authorized by the annual district meeting or by the common
council. [120.13 (2), 120.49 (6]

3. Insurance is required on motor vehicles used to transport students.
[121.53] (These requirements are discussed in Chapter VIL.)

4. School districts are permitted to purchase liability insurance for the
protection of the district and its employees. [66.18]

5. Authority has been granted for school districts to purchase health and
accident insuramce and life insurance for employees of the district.
[66.185] ‘

6. The “Safe Place Statute” imposes liability on school districts for injuries
to employees of the district and those who use school district facilities.
{101.11]

7. The “Worker's Compensation Act,” Chapter 102 of the Wisconsin
Statutes, imposes liability on school districts.

8. Tort actions may be brou%ht against school districts and their officcrs,
agents and employees. [895.43]

Examination of these provisions reveals that a comprehensive school in-
surance program may involve almost every type of insurance coverage which
is written.

The Board’s Role in the Insurance Progrom

The greatest contribution the school bpoard can make toward mecting the
districts insurance needs is to formulate and adopt policy dealing with the prob-
lem. The advice of the administrator and his staff and that of insurance experts
should be utifized in formulating this [licy.

Fix the Responsibility — The administrator or some member of his staff _
should be assigned the responsibility for handling the insurance affairs of the
district. This procedure will enable the district to plan its insurance program
intelligently. Insurance coverage can be coordinated so that all risks are covered
as economically as possible when a single individual is responsible for the pro-
gram.

Provide the Machinery — The person responsible for the insurance program
must have sufficient time and equipment to do the job properly. Complete and
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accurate records are -csscntial. Provision should be made for expert advice on

. insurance problems. The average administrator has neither the time nor the
training to deal with every insurance qucstion- and will need to turn to insurance
experts for advice and assistance,

Adopt the Program — Board policy provides the framework within which the
insurance program is developed. The board must determine, for example, whether
liability insurance for employees will be purchiised; whether fire losses are to be
-insured on a deductible basis; or whether some risks will be self-insured, and if

s0, whether a reserve fund for losses will be needed. Without the guidance of
" policy the board will hase no basis for cvaluating any proposals which are made.
bc? ri(l;suranr:e proposal can become eifectivc until it has been adopted by the
ard. .

Place the Insurance — School boards can avoid misunderstandings and ill
will among insurance agents by establishing an equitable plan for distributing
school insurancc. Charges of favoritism arc hard to avoid unless such a plan exists.
A local agent’s association may be invited to work with the board in dcveloping
a distribution plan or the board may establish its own eligibility requirements.
Plans will vary for individual districts. The important thing is to treat all agents
fairly and impartiatly. :

Evaluate the Insurance Program — The insurance program of the district
should be evuluated regularly by the school board and changes made when
necessary. The administrator and members of his staff should make suggestions
and recommendations for revision and improvement. Changing economic condi-
tions, new insurance coverages which become available and changes in the dis-
trict’s insurance needs require constant alertness to keep the district’s insurance
coverage in step with its needs.

Insurance Economies

There is probably no area in school management where false economy can be
so disastrous as in the ficld of insurance, The wiscst economy move a school board
can makc is to obtain the services of an insurance counselor and deal with com-
petent and rcputable insurance agents. School insurance programs are unique. An
insurance program which meets the necds of one district may be cntircly unsatis-
factory in a neighboring district. A compctent insurance counselor can tailor in-
surance coverage to district needs in such a way that adequate coverage is obtained
at the lowest cost. This represcnts true cconomy in school insurance,

Coinsurance — It is quite common for insurance policies covering school
_ property to contain what is known as the “coinsurance clause.” When properly
. used, this clausc may yield a substantial reduction in premium rates and at the
same time give more complete coverage. kn effect, the coinsurance clause requircs
the district to carry insurance up to an agreed percentage of the value of the pro-
perty being insured. Should it fail to do this and if & loss occurs. the district bears
a share of the loss which is proportionate to the insurance deficiency. The follow-
ing formula illustrates the operation of the coinsurance clausc when loss occurs.

Amount of Ensurance Carried
: Loss = Recove to the facc valuc of
Amount of Insurance chmredx' s the polgygup a

: The following itlustrations will show the operation of the coinsurance clausc.
" Essential Facts:

1. District X has property worth $100,000.

Q
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2. The property is insured under an 80 per cent coinsurance clause.

Example A:
The district purchases insurance totaling $80,000 and a $50,000 loss occurs.

g% $50,000 = $50,000 recovery

Example B:
The district purchases insurance totaling $50,000 and a $50,000 loss occurs.
$§g ,000 X $50,000 = $31,250 recovery

Appraisals — The burden of providing the extent of any loss covered by the
standard fire policy rests with the school district. The district must furnish a
complete inventory of the property involved in any loss showing the actual cash

value of each item and the amount of loss thereto. Guessing at insurable values ..

almost invariably results in either overinsurance, which wastes district funds, or
undennsurance, which subjects the district to potentialiy serious deficiencies in
insurance coverage. These facts underline the importance of complete records
based on an accurate appraisal of the insured property by persons well-equlpped
to determine its actual value,

Wisconsin State Insurance Fund — The Wisconsin State Insurance Fund was
authorized in 1903 and has offered protection to school districts since 1913. The
fund offers fire and lightning, fire and extended coverage, wind and hail, and
builder’s risk insurance on scheol buildings. Floater and ali-risk insurance on
movable property and fire, theft, wind or comprehensive coverage on motor
vehicles are available. The fund does not provide liability or casualty insurance.
State Insurance Fund rates are based on commercial rates but are discounted 50
per cent so that the premiums are 50 per cent of commercial premiums. Insurance
adequate to cover full replacement cost of the property may be carried at the
district’s option.

In order to insure school buildings in the State Insurance Fund school boards
must pass a resolution to this effect. If this is done, all coverage may be trans-
ferred immediately or existing policies may be continued to expiration by agree-
ment with the insurance commissioner. After the board has agreed to insure with
the fund, all such coverage must be written in the fund until such time—as the
l6oca135chool board passes a resolution to drop the State Fund coverage. [605.01-

05.30]

Points to Remember

Y Effective school budgets are based on educational plans.

w School board policy guides the superintendent in preparing and adminis-
tering the school budget.

w The property tax is the primary source of school revenue in Wisconsin,

w School district borrowing procedures are spelled out in the law.

w The district insurance program should be tailored to fit local needs.

w Through its financial resources, Wisconsin should pledge to each child the
opportunity for a good education.

For further reading, see Appendix
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CHAPTER IX
THE SCHOOL BOARD AND THE SCHOOL PLANT

Threc of the important responsibilities facing thc members of a school
- board arc determining school plant nceds, planning for new construction -and
© managing the operation of the school plant. School plant planning and construc-
. tion requires close coordination of the efforts of specialists in education, design
and construction. Recognizing the complex and difficult task of designing efficient
and effective school plants, the Wisconsin Association of School Boards has
published a handbook, To Create a School, which deals exclusively with this
topic and which should be read in conjunction with this chapter. This chapter
contains only a brief discussion of the activities involved in planning, constructing

and operating a school plant.

. Long-Range Planning

; School buildings are never built for 1he past or even for the present. They niust

* always be planned and built for 1he future. Those who are responsible for plan-
ning and constructing school Facilities should be familiar with modern educational

- trends. Today's school buildings musi be planncd in the light of changes in the.

_.organization and direction of Icarning which have taken place in the past and
. which will continue to take place in the luturc as our knowledge of human beings
. and how thcy learn continucs to grow,

The construction of school facilities involves a relatively large expenditure of
public funds. School boards are responsible for the wise and economical expendi-
ture of these funds. The best way to provide good schools without wasteful

- expenditures is through the development of long-range plans. Such plans provide

a means of mecting the housing needs of the district in an orderly manner rather

~than in a haphazard fashion. They provide the means for making educational
. facilities available at the time and in the place needed.

: A careful survey of existing school facilitics and anticipated future nceds

is the first step in devcloping a long-range plun. Such a survey is absolutcly
necessary (and in the long run economical) before large amounts of public funds
are spent in rchabilitating old buildings, adding to existing buildings, or con-
structing new buildings. Long-range planning should be a cooperative enterprise

sities, the Department of Public Instruction, the entirc staff of the school system,
{* citizens of the community and thc school board,

. A comprchensive long-range plan must consider scveral factors: (1) the

i number and location of individuals 10 be served by the school system; (2) the
educational program to be offercd; (3) housing required beyond the existing
facilities; (4) the willingness and ability of 1he community to pay the bill; (5) the
organization of attendancc units; and (6) the geographic and demographic char-
acteristics of the district. The long-range plan must be flcxiblc enough to aliow
for needcd changes as they arise.

Building Programs _

The bench mark in designing and constructing a school plant is the educa-
tional program which it will house. A school building is but a means to an end;
a tool which must hclp to shapc the best educational program which can be
devised.
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Functional Planning Is A Must

’ Each school building must become an environment for learning, living and
growing. The key to better school plant Elanning is the translation of educational
practices into actual building needs. Educational leaders and school boards
must use initiative and imagination, as well as objective information, in planning
each building so that it will be useful for many years. School buildings planned
today will serve tomorrow’s children.

¢ Educational Planning in the Building Program

; Educational planning means producing a statement of the facilities and quali-

ties that a proposed building should have. 1t is often advisable to arrange for

Pparticipation by teachers, other school employees, citizens of the cotnmunity and

pupils in the planning stage. Expert advice from members of the professional

staff and educational consultants should be provided when this cooperative ap-

proach is used. Educational planning provides the essential educational specifica- -
tions upon which an architect can base his design and construction proposals.

Educational planners should atiempt 1o give the architect the clearest possible
description of how the building is 10 be used and the characteristics of its users.
Good cducational planning starts with the general philosophy which guides the
educational program, goes' on to the description of teaching methods and instruc-
i tional goals and finally, lists the 1eaching malerials and equipment for each room.
i Essentially, educational specifications are written descriptions of how a building
; is to operate while architectural specifications are writien descriptions of how a
building is to house the operation.

S¢éhool boards must recognize that without educational specifications the
architect has no guidance in fitting the school plant to the school program. He
can only proceed on a trial-and-error basis with its attendant inefficiency and
misunderstanding School boards, with the assistance of the superintendent,
should create the machinery for developing educational specifications and work
with the architect to see that they are reflected in plans for the proposed building.
A little extra effort at this point will be profitable to the district.

1 Selection and Purchase of School Sites

B In Wisconsin the electors of common and union -high school districts have
been given authority to designate sites and erect school buildings. They also may
voic a tax to build, rent, Jease or purchase school buildings and to furnish, eguip
and maintain thcm. [120.10 (5), (6)] The school board in a common or
union high school district has authority to employ or contract with architects or
cngincers (o prcpare plans and specifications for school buildings. [120.13 (9)]
In unificd districts thc school board has becn granted this authority. [120.75]
In city school districts thc school board has been given power to select sites
and cmploy architects and cnginccrs to preparc plans and specifications for
school buildings. The purchasing of sites and thc construction of buildings or
additions must bc submiticd to thc common council or fiscat board for approval. '
[120.49 (4)]

B Tn cithcr casc, the school board must assumc the responsibility of foreseeing
’ the future nceds of the district and calling them to the altention of the community.
In common and union high school districts thc school board may suggest sites
for thc considcration of the clectors of the district.

Whenever possible school sitcs should be purchased, or an option taken, well
in advance of the timc they will be nceded. This is particularly truc in school dis- -
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. tricts where the population is growing rapidly. This procedure makes it possible
+ to obtain the most desirable sites at a reasonable cost. 1t is apparent that a long-
- range plan is essential for intelligent selection of sites in advance of the time they
will be needed. Sites usually increase in value and if future circumstances dictate
their sale, the increased value will permit the purchase of another site, or the
" funds could be returned or put into a building fund.

The following criteria are offered for the guidance of school board members
in selecting sites for school buildings:

Accessibility — The proposed site should be situated to serve the greatest
number of people, now and.in the future. 1t should be near the population center
of the area it will serve and should be within easy reach of those who will use the
building. The following distances are considered reasonable for pupils walking to

. school: elementary — 2 to 34 of a mile; junior high school — 1 to 1% milcs;
and senior high school — 1%2 to 2 miles. In transporting pupils the suggested
maximum one-way traveling time is 30 minutes for clementary pupils and €0
minutes for high school pupils. 1t js best to place cducational adequacy ahcad of
central location when choosing school sites.

) Environment — The school site should be sitvated jn pleasant surroundings
with adequate zoning protection and away from obnoxious or disturbing influences
such as disagreeable odors, excessive noise, traffic hazards, etc.

Suitability for School Program — Modern schools require larger sites than
* were thought necessary a generation ago. Most school sites are far too small when
judged by present day standards. The sizc of any school site should be determined
by the pupil population to be accommodated and the nature of the contemplated
educational program. The following site sizes are suggestcd as minimums: for
elementary schools, five acres plus an additional acre for each 100 pupils jn the
* yltimate enrollment; and for high school, 30 acres plus an additiona! acre for
each 100 pupils jn the ultimate enrollment.

Snitability for Construction — Good school sitcs permit the placement of
buildings and other facilities in pro%er relationship to each other. They should
also permit the construction of the buildings at a reasonable cost. The general
shape of the site. its topography. and the nature of the soil and sub-soil are im-
portant factors. A small expenditure for competent technical advice may easily
prevent the expenditure of thousands of dollars in unanticipated construction
COsts,

Adttractiveness --- The site should permit the development of an attractive
school plant. A location in an attractive neighborhood, a soil that will support
vegetation and a site of adequate size are most desirable in designing and con-
structing attractive schools. .

Choosing the Architect/Engineer

FEither a propcry registered and licensed architect or a properly registered
and licensed engineer may design school. buildings jn Wisconsin. [120.49 (4) (b)]
Some persons may have had the rcquisite traiming and be registered both as an
architect and as an engineer. 1f not, the school board must ascertain the architec-

. design a school building or the engincering service which will be available to it
¢ if a licensed architect is hired for the job.
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The selection of the architect/engineer is perhaps the most important step
taken by a school board in any school building porgram. Upon the archi-
tect/engineer, more than upon any other person, depends the merit of the build-
ing. 1t is he who determines whether the building will be attractive; whether it
will adequately- meet the needs of the educational program; whether it will be
safe, economically arranged and well constructed. He must synthesize in the
completed structure the recommendations of construction engineers, the educa-
tional specifications and the district’s financial and physical resources. The anchi-
tect/engineer should be brought into the picture as soon as it is decided that new
construction or remodeling s required.

The American Institute of Architects has approved two methods of selection:
design competitions and selection on the basis of general qualifications. Design
competitions tend to be cumbersome, costly, time-consuming and somewhat un-
realistic. General qualifications are more suitable as a basis for selecting the
architect/engineer. Information obtained from candidates, and from persons
whom they have served, regarding various buildings which they have designed
may be accumulated and analyzed by the board on the basis of such factors as
design ability within the budget, technical competence and fiscal reliability.

The board should interview the most promising candidates before reaching a
decision. 1t is suggested that the board explore the following areas in interviewing
an architect/engineer:

1. The nature and scope of the organization represented, the available per-

sonnel, and the variety of competencies represented.

2. The plans and practices for supervision of the job.

3. The record of the organization as to pumber of bids obtained on previous
building projects. :

4. The record of the organization in obtaining bids in line with cost estimates.

5 Tgxeb_gecord of the organization with respect to the timing of the letting
[} 1d5.

6. The record of the organization with respect to maintenance costs of build-
ings constructed under ijts direction some years in the past.

7. The time element involved in initiating and completing the building plans.

1t should be remembered that the board is obtaining professional services of a
highly technical nature when an architect/engineer 15 employed. During the
coursc of gathering data and intervicwing candidates the board and superintendent
will have the opportunity to evaluate the abilities, attitudes, personality and
character of the architect/engineer and the firm he represents. The board has the
final responsibility for selecting, with the help of the superintendent, the archi-
tect/engineer who scems best qualified to do the job.

After the architect/cngincer has been chosen, a contract between his firm
and the school board should be executed as soon as possible. City school
boards have been given specific authority to contract with architects or engineers,
[120.49 (4) (b)] as havc common and union high school district boards, { 120.13-
(9)] and unified school district boards. [120.75]

The contract with the architect/engincer should spell out clearly the rights
and obligations of both parties. 1t should define the scope of the architect's work,
the basis and method of payment for his services and protcet both parties from
possible contingencics. Fees for architectural services usually are based upon
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actual construction costs. A standard contractual form which may be modified
to fit local circumstances is avajlable from Amenican Institute of Architects and
has proven satisfactory to both parties in practically 411 school construction pro-
jects. The school plant planning handbook, To Create A School, also contains
_a suggested standard contractual form, somewhat different from the AIA contract
form, but which has proven satisfactory for use in school construction projects.

Working With the Architect/ Engineer

The place of the architect/engineer in school plant planning and construction
is not always clearly understood by those engaging his services. He has the
7. responsibility of planning the building and handling the technical details involved
" in its construction. He coordinates the services of the engineers and technicians
. involved in designing the building and directs the construction of the building by
~ the contracior. He develops preliminary studies which give a picture of the school
. and its cost before it is built. He preparcs final drawings and specifications which
- are the basis for contractors’ bids and for the construction of the building. In
short, his normal services include advice, guidance and administration of the
project from thc time he receives the educational specifications until construction
is completed. Architect/engineers are also available for consultative services, e.g.,
advising as to the desirability of remodeling or enlarging existing buildings, and
special services, e.g., assuming responsibility for cquipping and furnishing the
building.

: The architeet/cngincer’s refationships with the school board must-be based
: on mutual trust and integrity. He is cntitléd to receive clear jnstructions and
" decisions from the school ioard without undue delay. The board should delegate
- some person, preferably the supcrintendent or a member of his staff, to handle
formal communications betwecn the architect/cngincer and the board, supenin-

tendent and school staff.

The services of an architcct/enginecr on a school building project can be
divided into six major phases.

Programming Phase — This includcs the building survey, educational plan-
ning, and site selection. These are consultative services and are usually paid as
a separate consultation fee. They can be of particular value in site selcction and
in appraising existing buildings. :

Design Phase - This phase is part of the normal service of the architect/cn-
gineer. It includes the preparation of preliminary studies and schematics that
provide a visual picture of the appearance of a building and some concept of the
. costs involved. The approval of preliminary plans by the school board closes
this phase and is one of thc most important responsibilities of the board in the
entire planning program. Construction management, if used, should be involved
prior to or at this point. Preliminary plans should give a clecar idea of the basic
design of the building, thc gencral mcthods of construction and the approximatc
cost. They should not be approved until the board is completely satisfied on
these points since later changes usually entail added cxpense.

Working Drawings and Specifications Phase — When the board has approved
“the preliminary dcsign, the architcct/engineer begins developing the working
drawings and specifications. They show the exact layout and design of the build-
ing, matcrials and mcthods of construction and all other details. They serve as
the basis for contractors’ bids and become part of the contract for construction,
When these documents arc completed it should be possible for the school board
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to obtain an cxact description of any part of the building. These documents must
be formally approved by the school board.

Bidding and Contract Phase — After the working drawings and specifications
are completed and approved, the architect/cengineer assists the school board
in obtaining bids from contractors. He prepares the proposal form to be sub-
mitted, clanfies any questions the bidders may have, tabulates the bids when
they are opened, verifies the information received with each proposal and agsists
the board in determining the low bidder. He also assists in the preparation of
a contract for the execution of the work by the successful bidder.

Construction Phase — During this phase the architect/engineer provides
supplementary drawings and instructions to the contractors, checks shop draw-
ings, supervises the work, issues change orders and approves payments to con-
tractors. It is especially important to avoid confusion in instructions during this °
phase. All communications with the contractor should be made through the °
architect/engineer. Necessary changes from the original plans and specifications
are accomplished by “change orders.” When approved by the architect/engineer
and school board and signed by all parties concerned, these become part of
the original contract. : '

As soon as the contract is signed a schedule of operations is prepared giving
the anticipated dates of compiction for each phase of the construction. This
facilitates the scheduling of labor and materials and helps avoid unnecessary
delays.

Contract provision is usually made for partial payment of the value of com-
pleted work as construction proceeds. The contractor submits estimates to the
architcct/engineer for examination and approval. The board should make pay-
ments to the contractor only after they have been approved by the architect/en-
gincer. The schedule of operations enables the school board to anticipate pay-
ments and arrange to have funds available as they are nceded.

The usual architect/enginectr’s contract provides for general supervision of
construction by the architect/engineer. This does not necessarily mean daily
tours or continuous presence. A full-time construction superintendent should be
present on any major construction project. He should have a thorough knowledge
of building construction and of the working methods of contractors. He is usually
paid by the school board and works with the architect/cngincer to guard
against defective materials and workmanship. Although the construction superin-
tcndent is paid by the school board (and is ultimatcly responsiblc to the
board), it should be clearly understood that his primary reports arc made to the
architect/engineer. It is the architcet/cnginccr who is responsible for seeing that
contractors comply with the requiremcents of the construction contract,

The acceptance of the building by the school board closes this phase
and also completes the normal scrvice of the architect/engineer. Acceptance of
the building should follow an inspection tour by representatives of the school
board, the architcet/cngineer and the contractor 10 determine whether all work
has been satisfactorily completed.

Furnishing Phase — This phasc covcers the final preparation of the building
for occupancy and operation. Special services of the architect/engincer are
valuable in the selection, purchasc and setting up of the movable equipment,.
furniturc and fixtures. They are not part of the normil service of the architect/en-
gincer and should be reimbursed separately.

ERIC | ™ 114




" New Developments in School Construction

During the past two decades, a number of aiternatives to conventional ap-
. proaches 10 school construction have been explored. For example, several states
have experimented with the use of standardized plans for school buildings, but
. the anticipated savings are reported to have been somewhat disappointing.

Some school boards discovered that the adoption of a “stock” design did not
~ relieve them of the duty of making certain that all preparations were being made
~ for orderly and legal bidding, that building and safety codes were being met,
* and that all construction bottlenecks were resolved satisfactorily.

: Unless a board had been foresighted enough to have hired a district ad-
ministrator who was also a qualified ¢ngineer. it would undoubtedly find that
it became necessary to engage an architect/engincer to pull the project together,

__-regardless of the source of the blueprints. .

Relocatable Classrooms
The widespread acceptance of relocatable elassroom and/or office buildings
. has proven the timeliness and the soundness of the concept. Using modular
 construction, these buildings are usually 28 x 60 feet in sjze. Often the building
i contains two full-size classrooms, toilet rooms, heating and cooling units, and
all furnishings.

Although no architect is nceded. the board considenng the purchase or
lease of a relocatable building is advised to make sure that water and sewer
connections are available at the contemplated site,

In addition to the case and promptness with which the relocatable may be
put into operation, school boards have been pleasantly surprised to find that
the units have a healthy resale value. Some are sold to industry or individuals
within the community, but most are sold to other school distrcts. Any firm
which sells relocatables is usually available for moving the unit 1o the new site.

Construction Management — Within the past decade a new concept of con-
struction known as Construetion Management {(C.M.) has emerged, and continues
to. gain nationwide acceptance on both publicly and privately funded construction
projects. This mode of construction is particularly applicable to public works,
having bcen adopted in 1969 by the General Scrvices Administration of the
federal government. Ft js o mcthod whercby the owner becomes a member of a
team, acting as a co-professional with the C.M. and architect/engineer 10 assure
complete cost control. reduced construction costs without loss in Quality, and full
public accountability of the project.

Proponcnts of Construction Management point out that these goals are

- accomplished by:

1. exploring the various cost vs. design alternatives (value enginecring)
during the preliminary planning phase;

2. increased bidding activity by breaking the project down into smaller
units to be bid directly to thc owner by the various subcontractors, thus
eliminating the usual subcontractor to general or sub to sub markup,
and at the same time assuring the owner of reeeiving 100% of all the
available bids;

3. tax savings through direct purchases of materals as well as advancc
ordering of critical materials; . ;
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4. phased consiruction programming (fast tracking and the Critical Path
ethod) used to reduce construction time. .
S. fulltime on-site supervision of the project by the Construction Manager,
who is directly responsible to the owner.

The selection of a Construction Management firm is fully as important as
the selection of the architect/engineer. Credibility, experience and performance
record should be the heavily weighted selective factors. The selection of
a qualified independent C.M. firm on a lump sum fee basis should avoid the
possible conflict of interest that may otherwise exist.

The Systems Approach-— The “systems approach™ to providing school
facilities has received a great deal of publicity. In this approach the focus is upon
developing standardized building components, or modules, which can be mass
produced and assembled at the school site. The design phase becomes one of -
selecting the components and modules which are most agpro riate to house the
school’s educational program. The systems approach has n successful in
reducing school building costs while permitting much greater flexibility than is
possible using the stock plan approacll::

Design-Build or Tarn-key — Another relatively recent development is the
“design-build” or “turn-key” approach to school building construction. In this
approach a school district negotiates a construction contract rather than obtain-
ing competitive bids. The district engages a firm to develop a building plan from
educational specifications provided by the district. The firm develo]:lrs plans and
drawings, computes desigh and construction costs, determines the proposed
completion date, and submits a price for the entire “package.” Thus, in the
turn-key approach a single firm is responsible for both the design and construc-
tion of the facility. Construction time may be shortened due, in part, to the firm’s
total control of the project

Building Laws ond Codes

All school board members should be familiar with the laws of the state
governing the design, construction and maintenance of school buildings. These
are principally contained in, and are part of, the Administrative Code adopted
by the Department of Industry, Labor and Human Relations. They -are issued in
booklet form under the following designations: Building Code; Heating, Ventilat-
ing, and Air Conditioning Code; School Lighting Code; and General Orders on
Existing Buildings. The Plumbing Code is issued by the Department of Health
and Social Services, and the Electrical Code is issued jointly by the Department
" of Industry, Labor and Human Relations and Public Service Commission.

The Building Code supplements the requirements of the “Safe Place Statute,”
101.11, which provides that every owner of a public building must construct,
repair and maintain it so that it will be safe for employees and frequenters. The
orders contained in the code are binding upon owners, employers, builders and
architects.

The codes are administered and enforced by the Department of Industry,
Labor and Human Relations and Department of Health and Social Services, in
cooperation with local officers who are required by law to enforce the commis-
sion’s orders when they apply.

Licensing of Architects and Engineers —— Any person who is responsible for
the design and construction of school buildings (and all other public buildings)
must be rcgistered and licensed to practice in Wisconsin.
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Approval of Plans and Specifications — The engineer or architect is re-
sponsible for submitting complete plans and specifications for ali school buildings
to the Dept. of Health and Social Services, and Department of Industry, Labor
and Human Relations for approval before letting contracts or commencing work.
The jaw requires that a copy of the approved plans and specifications be kept
at the building site during construction and that no major change be made without
the approval of the commission. Any reputable architect/engineer will be familiar
with his responsibilities in complying with the regulations of the various codes.

Bids and Contracts

Wisconsin law requires that in city school districts all construction projects in
excess of $5,000 njust be let by contract to the lowest responsible bidder. Plans
and specifications must be prepared and bids must be advertised for at least two
weeks in succession. The advertisement should state the date and hour at which
bidding will be closed. A ccrtified check or bid bond equal to at least 5 per cent
but not more than 10 per ccnt of the bid, made payable to the school district,
is required as a guaranty that the bidder will execute and file the proper contract
and performance bond if his bid is accepted. [62.15]

Common school districts, union high school districts and unificd school dis-
tricts are not required by statute to advertise for bids, nor to award construction
contracts or orders for school supplies or equipment on the basis of competitive
bids. However, public accountability and good business practice demands that
bids on school construction projects be solicited through advertisements and that
contracts be awarded to the Jowest responsible bidder. A schoo! board which
fails to utilize recognized bidding procedures when awarding contracts or placing
sizeable orders for supplies or equipment risks losing the public’s confidence in
their judgment at best. The provisions of the statutes dealing with public works,
contracts, bids and bonds should be followed carefully in letting contracts for
school construction. [66.29, 289 (14)) '

As previously indicated, the architect/engineer usually acts as the agent of
the board in preparinE bid forms and in advertising for bids. At least four weeks
bidding time should be allowed on any major project to insure sufficient time
when sub-bidders are invoived.

Proof of Financial Responsibility

At least five days prior to the time sct for the opening of bids, cach bidder is
requircd to provide an affidavit of proof of financial responsibility on a question-
naire form provided by thc school board in conformity with the statutcs.
Only the bids of those biddcrs who furnish satisfactory proof of their financial
responsibility may be accepted. The contents of these affidavits must be kept
confidential and may not be disclosed except by written order of the person
furnishing the affidavit. [66.29 (2)]

Receiving and Opening Bids

Bids should be received by an official of the school board at a designated
address. The advertisement and bid form should state that bids must be sealed
and the classification of work for which the bid is submitted indicated on the
envelope. To avoid misunderstandings the following clause should be inscrted
in the advertisement. “The School Board reserves the right to rcject any
or all bids.” If the bids may be split inscrt the clause, “‘or to award in part or as
a whole.”
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Bids should be opened and read aloud at a public meeting with the architect/
enginecr presiding. At least two persons should fist and tabulate the bids on forms
prepared by the architect/engineer. The architect/engineer should check and
verify the bids and report back to the board with recomniendations for the award
of contracts. (Also see-Construction Management section.)

Contracts and Bonds

The preparation of the contract document is usually handled by the architect/
engincer working with the school board’s legal tounsel. The plans and specifica-
tions arc made part of the contract by reference. The contract must be signed by
the school board (as the awarding authority} and by the contractor.

All contracts involving $500 or more for the performance of labor or the
furnishing of materials for public works must include a provision for the pay-
ment of all labor and materials used by the contractor. The contractor must give
a bond cqual to at least the contract price which inSures payment to any individual -
who provides labor or materials used in construction under the terms of the
contract. [28%.14]

In cities, the city comptroller must countersign all contracts for construction
to the cficet that funds for the payment of the contract are available or that pro-
vision has becn made to obtain the funds needed to meet the terms of the
contract, [62.15 (12) JA copy of the form of the contract and bond, with sureties
required, must be preparcd and furnished to all bidders. [62.15 (2)]

Carc should be taken that provision is made for insurance on the building
while it is undcr construction. An automatic builder’s risk policy or a completed
i valuc builder's risk policy may be used for this purpose. Builder's risk insurance
¥ is normally carricd by the district and provision is made 1o automatically increase
R the district’s regular insurance coverage by the value of the new construction
upon jts complction.

Principles of School Building Planning
The following scven principles are intended to guide the thinking of school
board members as they face their responsibilitics in school building planning and
construction. They arc not all-inclusive nor arc they listed in order of importance,
but they serve to itlustrate what school board members should be concerned with
throughout a building program.

Adequacy — The school plant must be planncd to provide the facilities neces-
sary for the cflicicnt and effcctive accommodation of all phascs of the school cur-
riculum. It should also accommodate thc community activitics for which it is
to bc used.

Safety — The school plant should be designed to protect the comfort, health
and safety of all the occupants.

Coordination — The various units within a school plant should be located
according to their functional relationships and special requirements. For cxamplc,
~ a library should not be located next to a music room.

- Efficiency and Utility — The school plant should be planned and asscmbled
in 2 manner that will promote efficient school management and provide maximum
convenicnce for those who use its facilities,

Beauiy — The school plant should be cheerful and attractive.
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- Flexibility — The school plant should be planncd for future adaptation to
-changing educational and community requirements.

Economy — A school plant should be economical in its original cost, upkee
and operation. Economy involves more than just a reduction in dollars spent. It
should be measured in terms of the educational return per dollar as well as
‘present and future costs.

Sources of Information

_ The menbers of a school board planning a new school building should
- obtain as much information as possibie on current developments in school con-
struction. Many examples of new construction are available. Time spent in visit-
_ing new buildings and in discussing their function and operation with personnel is
well spent. Schools which have been in use for two or three years offer excellent
_sources of information as to the strong and weak points in their design. These
visits are also useful in evaluating an architect’s competence in school design.

There arc many publications available which provide excellent information
on school plant planning. Professional magazines regularly feature articles on
school buildings. Several books deal specifically with the problemns_involved in
school plant planning. Educational consultants and specialists can be of real
" help in this area.

The Department of Public Instruction offers valuable consultative assistance
- to school districts confronted with school building problems. In addition to pro-
. viding advice on the construction aspects of schooi building programs, the build-
' ing services division is staffed to provide assistance to local school districts in
» evaluating existing buildings, selecting school sites, financing construction pro-
- grams, reviewing over-all organizational plans, planning for proper balance in
contemplated construction and acting as a coordinating agency between the
architect, Department of 1ndustry, Labor and Human Relations, the State Depart-
. ment of Health and Social Services, and other agencies.

Use of School Property

As noted in Chapter 11, the school board is responsible for the care, control
and management of the property of thc school district. The statutory provisions
coneerning use of school facilities will be found in 120.12 (1), (9) and (10), and
in 120.13 (17-21).

Care of School Property

. Custodial Services

The school custodian plays an important role in the school program. Upon
- him rests the rcsponsibility for the safety and comfort of the occupants of the
building and thc proper maintenance of the building. Custodial personnci should
be chosen with the same amount of care as are tcachers. Personne] policies should
. reeognize the importance of custodial services by providing a sense of security
and job satisfaction.

A work schedulc should be establishcd which permits the custodian to do his
work without disrupting the school routine. The work schedule and a determina-
tion of the work to be accomplished are nccessary in fixing the. required size of
the custodial staff. Schoel custodians are responsible for the housekeeping ncces-
sary for effective instruction. Their responsibility beyond housekeeping dutics
will vary according to the sizc and organization of the school system. Good
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custodial service requires the right number of qualified persons. These persons
must be provided with the necessary tools and supplies to perform their tasks.
Attention should be given to a training program designed to improve the efficiency
of their service. Such a program might utilize regular workshops for employees
within the system, selective attendance at custodial institutes, attendance 'at
matenance schools or bulletins from the central office of the system 1o improve
service. A good in-service improvement program results in better care and pre-
servation of school buildings and consequently represents an economy to the
district. '
Maintenance and Replacement Schedules

_ A careful analysis of the school plant should be made periodically to deter-
mine maintenance needs. These needs can be conveniently grouped into three
categornes: longe-range, annual and emergency maintenance. This grouping is
convenient in determining priorities in budgeting and in deciding whether certain
jobs can be performed more efficiently on a contract basis or by the school staff,

Long-Range Maintenance — This type of work js usvally for the purpose

of renovation, remodeling or modernization of a part, or parts, of the school

lant. Funds should be provided in the annual budget or from the sale of school
nds if a major change is involved.

Long-range maintenance includes the physical changes required by new in-
structional methods or changes required for the better use of the school plant.
Two examples are remodeling classrooms and replacing unsatisfactory lighting
fixtures. Such changes may be scheduled for completion over a period of years
50 that the work will not interfere with regular school activities,

Long-range maintenance may also involve the replacement or installation of
mechanical and instructional equipment and the work necessary for the proper
upkeep of school structures. Included would be such projects as replacements of
classroom desks, tuckpointing of masonry and painting. These needs can be
foreseen and budgeted on a long-range basis.

Annual Maintenance — Certain types of maintenance work can be predicted
and scheduled during the year. In this category would be included minor plumb-
ing repairs, light bulb replacements. cleaning heating plants, care of the school
grounds and repair of athletic equipment. Maintenance of this type also involves
the periodic inspection and servicing of mechanical equipment. Budgeting for
routine maintenance requirements should not be overlooked.

Emergency Maintenance — This category covers maintenance needs which
are wholly unpredictable and consequently are usually not specifically budgeted.
It includes emergencies arising from structural damage caused by fire, wind or
vandalism, and those resulting from the failure of mechanical and electrical sys-
tems. These cmergencies usually interfere seriously with the cducational program
and demand immediate attcntion. School boards must be aware of such emergency
needs and be prepared to cope with them.

Safety Regulations

Even if school boards are not held legally liable for injuries sustained in
school-connected activities or on school property. they are morally responsible
for the safety of those who are served by thc schools. The old saying, “an ounce
of prevention is worth a pound of cure,” is certainly applicable here. Not all
accidents can be avoided, but proper regulations can materially assist in accident
control.
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Accident Prevention — Common hazards can be eliminated by the establish-
fm;.-lnt of school board rules and regulations governing such conditions as the
ollowing:

1. Parking vehicles on school property, especially near buildings.
2. Vehicular traffic around school buildings.

3. Priority of snow removal. -

4

Elimination of fire hazards and regular inspection and care’of fire ex-
tinguishers, fire doors, fire escapes, emergency lighting, etc.

5. Provision of adequate corridor lighting, removat of obstacles from traffic
lanes and proper floor maintenance,

6. Rules and procedures governing loading and unloading of school buses
and behavior of pupils riding school buses.

In larger school systems a staff member can be charged with the development
* and direction of a safcty program. His primary function is to coordinate the efforts
of all school personnel in the safety program. He may analyze accident causes and
take steps to eliminate them, work with the school safety patrol, furnish material
for safety instruction and cooperate with traffic authontnes in locating safety
- zones and school warning signs.

: State Laws Relating to Safety Procedures — There are many state regulations
" pertaining to safety set forth in the statutes and in Department of Industry, Labor
" and Human Relations General Orders. School board members should familiarize
~ themselves with these regulations.

1t should be noted that school boards are required to keep the school buildings
and grounds in good repair, suitably equipped and in a safe and sanitary condi-
~tion at ali times. [120.12 (5)] The board may provide liability insurance covering
" pupils if the expenditure is authorized by the apnual district meeting or by the
common councii. {120.13 (2), 120.49 (6)] Every public school must teach
accident prevention, promotion of highway safety and fire prevention. [118.01
(4) (7)] Every school board is required to provide a standard first aid kit in each
.school for emergency use, [118.07 (1)] FPre drills are required in every school
at least once each month. Each school principal is required to file an annual
report relative to fire drills with the Department of Industry, Labor and Human
Relations and the local fire chief on forms furnished by the Department of
Industry, Labor and Human Relations. [118.07 (2}] School districts must ercct
;.. and maintain all fencing necessary to enclose school grounds. [118.11] Safety
zones must be provided at every school site outside the limits of a city or village
and all loading and unloading of pupils at the school must be done within this
safety zonme. [118. 09] Local authorities are required to crect proper waming
51gns in school zones. [118.08] Provision is made for the organization and ad-
. ministration of school safety patrols. [118.10] The Department of Industry,
" Labor and Human Relations has published regulations c0venng safety, fFire
prevention and fire extinguishers.

As in all other respects, the first concern of the school board and of each
school board member must be for the welfare of children. Top caliber school
boards and school board members are those whose actions and decisions reflect
" that concern in matters of safety on school property as well as in the cducational
rezrams.
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Points to Remember ]
4 L9n%e-range planning is mandatory if school building needs are to be met
wisely.
Y The board must take into consideration recent legisiation which mandates
facilities accessible to the handicapped.
% The board’s most important responsibility in a building program is to select a -
competent architect, and to explore the available methods of construction.
Y An architect must be given educational specifications in order to design a
school building properly. .
% True economy involves more than a reduction in dollars spent. J
w The architect and board should have well-defined responsibilities in the |
building program.
Y Maintenance needs should be anticipated and budgeted.

For further reading, sece Appendix
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APPENDIX A
DEFINING THE ROLES

SCHOOL BOARD

. Orgoanization:
. Elect officers
Take action only in meetings
Use special committees sparingly
Specify procedures for orientation of new members

Meotings:

Hold meetings at least once a month

Provide that minutes of board meeting be kept

Suggest agenda items to superintendent

Act only on agenda items unless emergencies arise

Consider recommendations of the superintendent

Provide for hearings as required by law

Hold open meetingS as reguired by law

- Record votes on all questions

Policy Making:

Adopt general procedures for policy making

Adopt policies for operation of schools upon recommendation of superinten-
dent

Adopt policies for enforcement of state Jaws as required

Make periodic revision of policies .

Arrange for board policies to be in written form available for general dis-
tribution

_ Encourage provision for staff participation in policy making

Executive Responsibilities:

- Elect superintendent by ballot for term not to exceed 3 years

Develop with superintendent clarification of functions of each

Designate superintendent as professional leader of school system

Personnel:
Establish qualifications for professional and non-professional personnel
- Appoint -professional -and non-professional staff on recommendation of . ...
superintendent .
Authorize written contracts for ||3r0[essional staff members
Establish policies governing employment and dismissal of personnel
Adopt personnel policies on recommendation of superintendent )
Promote, demote and discharge personnel on recommendation of superin-
tendent
Meet with individual staff members and committees as arranged by super-
intendent
Adopt policies regarding employment of substitute personnel
Delegate to superintendent employment of substitute personnel
Prescribe general duties of specialized personnel

Instructiona! Program:
Study general philosophy and purposes underlying curriculum
Determine scope of educational programs
Adopt courses of study
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Adopt textbooks

Approve selection of insiructional materials -

Approve precedures for staff sharing in selection of textbooks and instruc-
tional materials

Approve evaluation program including self-¢valuations and surveys upon
recommendation of superintendent

Establish and finance in-service education programs

Acknowledge and reward teacher growth .

Adopt policies to assure adequate supervision of instruction

Maintain schools at least 180 days as required by law

Finance:
Study long range financial needs and work to secure financial support for |
schocl program
Determine use of citizen’s committee in establishing financial needs
Adopt budﬁe
Present budget to public meetings
Authorize § &ermtendent to make purchases within the budget
Transfer funds as-needed on recommendation of superintendent
Establish salary schedules for all classes of positions
Determine general policies for selection, purchase and use of supplies and
equipment
._.Let contracts for materials, construction and repairs
Authorize payment of bills upon verification of superintendent
Require adequate accounting for funds expended
Employ auditors of schecol accounts
Prepare report of financial condition of schools annually

School Plant:
Adopt long range building program
Present school plant needs to public
Work to secure financial support for necessary plant expansion
Approve educational specifications for new buildings
Approve plans for school construction
Approve school sites
Approve ﬁrogram of plant maintenance
Adopt policies for commumty use of school plants

o Pupil Personnel:

Establish program of services to prowde for needs of all pupils within legal
school ages

Establish age for school attendance

Appoint enumerators; report enumeration to state

" Adopt pollcles concering pupil discipline

Expel pupils as provided by law

Adopt policies for classification, promotion and graduation of pupils

Designate schools which children in various areas shall attend

Establish transportation policies

Approve school lunch program

Authorize- standardized testing program

Study summaries of pupil’s,standardized tests

Authorize physical examination program

Authorize and finance program of research in progress and needs of pupils
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‘Public Relations:
Adopt geperal policies concerning public relations
Interpret to superintendent values and desires of community
Give positive support to school enterprises in community groups
Make annual report of activities of board
Refer complaints to superintendent
.Encourage ciuzens to deal directly with superintendent on admnmstrauve
matters :
Resist and re-direct demands of individuals and groups who seek preferenua!
: treatment
Adopt policies to govern cooperation of schools with outside agencies
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SCHOOL ADMINISTRATOR

Organization: _
Prepare materials for orientation of new board members

Meetings:
Attend and participate in all board meetings
Assist with taking of minutes; duplicate for board
Prepare agenda for meetings and mail to members in advance
Make reports and recommendations on agenda items

Policy Moking:
Advise board regarding policy making
Raise questions that require policy statenients
Indicate value of policies in making individual decisions
Recommend policies for adoption by board
Gather data concerning needed policies -
Investigate legal considerations regarding policies
Develop administrative rules to carry out-board policies
Recommend such policies as are necessary for enforcement of state laws
Recommend revision of policies .
Have board policies duplicated for board, staff and general distribution
Develop procedures for staff participation jn policy making

Executive Responsibilities:

Act as executive agent of board
Administer schools in conformity with board policy and state law
Perform duties reguired by board
Report to board on execution of policies

Develop with board clarification of functions of each

Act as professional leader of school system
Initiate action on all professional matters
Inform board of educational trends
Coordinate work of the schools
Report cducational legislation to board
Report to board concerning its operation and neceded changes

e o Personnel: . ) o
Recommend desirable gualifications for professional and pon-professional
personnel
Employ effective personnel procedures
Search for best personnel available
Reccive applications for positions
Interview candidates for vacancies
Nominatc candidates for positions
Exccute contracts with professional staff members
Recommend policies governing employment and dismissal of personnel
Recommend personnel policies
Supervise work of employecs
Assign personnc! and inform board
Rccommend staff promotions, demotions and dismissals
Rccommend meetings of board with staff members and committces and
participate in such meetings
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Transmit communications to staff members or committees and receive com-
munications from them .

Hear complaints of personnel and take to board when necessary

Recominend policies for employment of substitute personnel

Secure and assign substitute personnel

Assign specialized personnel specific duties

Instructional Pregrom:

Assist board in study of modern educational developments

Make recommendations conceming scope of educational program

Formulate with staff courses of study and submit courses of study to board
for approval

Recommend textbooks to be adopted

Recommend instructional materials

Recommend procedures for staff sharing in selection of textbooks and in-
structional materials

Recommend and develop ways for evaluating effectiveness of school program

Develop in-service education program

Encourage teacher growth and participation in research

Record evidence for evaluation of growth

Supervise instruction of pupils

Prepare school calendar

. Finance:
: Present long range financial needs to board
Recommend use of citizens committee
Develop budget and recommend it to board
Assist board in interpreting the budget at public meetings
Present and interpret budget to school personnel
Administer the adopted budget
Recommend transfer of funds as needed
Prepare and recommend salary schedules to board
Make purchases of supplies and equipment .
Prepare specifications and receive bids on materials, construction and repairs
Examine and verify bills for payment
Develop and direct program of financial accounting
: Prepare necessary data for financial report
... School Plont:
3 Recommend plant expansion needs to board : Ce
Make continuous study of school plant nceds.~
Develop materials showing school plant needs
Develop educational specifications for new buildings )
Make recommendations to board regarding plans for new buildings
Investigate school sites and recommend desirable areas to board
Recommend program of plant maintenance to board
Administer program of plant maintenance
Recommend to board Policies for community use of school plants
Administer policy for community use of school plant

B
L

Pupil Personnel: - -
Recommend pupil services to provide for needs of all pupils

Develop program for exceptional children

Supervise program of pupil services

)
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Plan and supervise pupil enumeration
Recommend policies concerning pupil discipline
Establish procedures for application of pupil discipline
Establish procedures for suspension
Recommend pupils to be expelled
Recommend policies for classification, promotion and graduation of pupils
Establish rules to implement policies
Determine classification, promotion and graduation of individual children
Recommend school attendance boundaries
Make assignment of pupils
Study transportation needs; make recommendations
Plan transportation routes
Develop school lunch program
Recommend standardized testing programs
Administer standardized tests
Examl;u(:;e standardized tests results and prepare working papers for board
study
Arrange for physical examination of pupils
Recommend program of reseagch in progress and needs of pupils
Supervise research program
Develop and supervise an adequate system of pupil records
Interpret pupil progress t6 board

Public Relations:

Recommend general policies on public relations

Develop and supervise program of information to advise public of school
progress, problems and needs

Arrange for news releases and news coverage

Interpret program of schools before community groups

Make annual report of school progress and needs ]

Investigate complaints and report to the proper agent and to the board

Act on specific community-sponsored projects requested of schools and
approved by the board
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APPENDIX B
THE PRINCIPAL — THIS WE BELIEVE
{Position Paper Adopted by the WASB Board of Directors, March 22, 1969)

. The Board of Directors of the Wisconsin Association of School Boards re-
.commends and encourages local school boards, school administrators and other
‘school administrative personnel to consider the value and implementation of the
“Management Team Concept” for school administration. This, we believe, will
‘create for local school districts the organizational structure and process most
effective in developing, implementing and evaluating school policies and pro-
:grams. The principal, by virtue of his first-level administrative role, should be
‘involved in and committed to this policy process.

- In large measure, the effectiveness of school policy is in the hands of the
-principal at his school-level managerial role. , the “Management Team
"Concept” is a system for obtaining the maximum professional contribution from

by

every member of the administrative group. -

- The WASB Directors are of the opinion that principals, and other members
of the management group, should not be included within an employe negotiation
unit; should not participate in an employe organization membership wherein the
‘Management group member’s activities could be incompatible with a manage-
ment role; nor be included under the jurisdiction of the employe negotiation
Jlaws as an eligible unit.

- The WASB Directors are of the opinion that members of the management
‘team must -haye primary identity and allegiance to management, but, in return,
_the members of this team must be accorded consideration and salary due that
status.

-~ The school principalship is recognized as an integral part of the total manage-
ment of the school system and the principal shouid function in a role appropriate
in relationship to the management group and the instructional staff. This role
"must receive the logical consideration associated with leadership.

ho“iie believe that the school principal herein considered a full-time position,
should: :
— Be trained as a leader, decision-maker, and manager of a unit within a
school system,
— Be selected because of his abilities to coordinate and direct the team
; efforts toward school and district goals.
: ~— Be employed and compensated on the basis of such factors as job de-
scription, responsibilities, effectiveness and professional strength but not
on a basis directly relatcd to instructional staff employment and sala

— Be in a management role because of supervisory, evaluative, and in-
structional leadership responsibilities.

— Be included in an open two-way communication among all members
of the managemcnt structure, which includes the School Board.

— Be the direct instigator of the budget for his unit, be required to justify
the budgetary requests he makes for his unit, and be held accountable

for the proper utilization of the monies altocated to his unit.
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— Be included on the administrative council which will develop, organize,

gjdsmi_nisl:er, evaluate, and explain the education program for the school
trict

~ Be invited to attend school board meetings and be included in discusmons -
which involve issuves in which he has a direct interest.

— Have a voice, and representation in the process of developing and evaluat-
ing the management positions in employe negotiations.

— Be an important person in the administration of the professional staff
employment agreement and the grievance procedure process.

— Be assigned responsibilities which will assure a full year's employment
and be awarded a salary which attracts qualified personnel.

— Create an atmosphere which promotes professional stafl involvement in
cflecting the educational program within district policies and toward
district goals.

The WASB Directors recognize that the members of the management team
must function within a “Management Team Concept” under the direction of the
District Administrator, who in turn is directly responsible to the School Beard
and through whom ghe Board communicates and implements policies.
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